b LALLM AR A AN LA UV LEN A bbb I A A LB A R i L

‘

Ta ey

A
o)
&

k UNCLAS
x SECURITY CLASSIFICATION OF THIS PAGE (When Data Entersq)  peypicm 3oy remnm o
: i RN READ INSTRUCTIONS
L REPORT DOCUMENTAT|0N PA & ,l‘ | v} : § BEFORE COMPLETING FORM
T. REPORT NUMBER _ 2. GOYT s LS. ECIPIFTN.T‘S CATALOG NUMBER
4 LE (2nd Subtitle) . e i EDF—?PUWT"__, i) PTTIE”EO RED
i @ .- ‘“,/ ' @, %{u,( . §%'»'.J'
G "THE GOAL OF MOTIVATION IN THE MILITARYY Finglee=—dure~1g78
s ‘§OLDIER gATISEACTION OR §OLDIER }:ERFORMANCE} 5 PERFORMING ORG. REPORT NUMBER
: | St I A Student, C&GSC-
7. AUT“Z;“ =) e— 8. CONTHRACT OR GRANT NUMBER(8)
!“' e e . . )
e ~Major'Allison C?/ﬁatterson P
| / S )
) . 10, FROGRAMNELEMENT, PROJECT, TASK
i ‘ . |9 PERFORMING ORGANIZATION NAME AND ADDRESS RROGR) .wSO T aﬁr e
b QCD{LLS. Army, Command & General Staff College <~Li,j g Sun 78
3 m 11, CONTROLLING OFFICE NAME AND ADDRESS 12. REPORT DATE
b Fina].Beport.s.9.June.1978
13. NUMBER/TF FRGES ™ -
\/33 oo
T4, MONITORING AGENCY NAME & ADDRESS(if ditfarent from Controlling Office) 18, MRITY CLASS/ (of this report)
3
s Unclassified
; T5a. DECLASSIFICATION/ DOWNGRADING
SCHEDUL.E

16, DISTRIBUTION STATEMENT (of this Report)

Approved for public release,

17. DISTRIBUTION STATEMENT (of the abatract entered in Block 20, {f ditferent from Report)

COPY, apA Q5

| o
5, ( ’ r:‘.‘t-.; - 1 t
\ LLJ S ' .
momn | 18. SUPPLEMENTARY NOTES T A|vc 29 -‘978
L. : . .
S
T S} Lot
e Lol e b
=] T
‘ L x’ A‘L
o | <7

19, KEY WORDS (Continue on reverae side If necessary and identify by block number)

: Troop Motivation, Soldier Motivation
: ngop Performance, Soldier Performance
1 ' AWOL

20. ABSTRACT (Tontinue en reverss oidw i neceseary sad ldentify by block number)

3 2

/ ' 1Lost studies to date dealing with worker motivation have concentrated on

' worker satisfaction, since most managers and researchers apparently assume
a positive correlation between worker satisfaction and worker performance,
This study was designed to by-passs this assumption and determine the
correlation between the junior enlisted soldier's (E-1 through E-4) ~

perceptions of 18 job-related factors, his/her level of performance and -~

LG

DD, jann 1473  EDITION OF ! NOV 6515 OBSOLETE UNCLAS ‘/«i/ O
S SECURITY CLASSIFICATION OF TNIS PAGE (When Date Entered) W



THIS DOCUMENT IS BEST
QUALITY AVAILABLE. THE COPY

RNISHED TD DTIC CONTAINED
NIFICANT NUMBER OF
PAGES  WHICH DO NOT

==
@78
roed
-

REPRODUCED FROM
BEST AVAILABLE COPY



\ )

o+ UNCLAS

N SECURITY CLASSIFICATION OF THIS PAGE(When Data Entered)
r

his/her level of absenteeism (AWOL). Again, this study approaches only the
level of response-performance-AWOL correlations with no attempt at
supporting or refuting the satisfaction-leads-to-performance assumption.

el 9
ot
i

K e
~Analysis revealed:

A . A positive correlation between level of response and performance.

» Considerably higher response-performance correlations for Combat Arms
and Combat Service Support than for Combat Support. ‘

k! . No overall correlation between level of response and AWOL, However
' further analysis revealed a negative correlation between AWOL and three
: out of four factor sub-gcales,

. A negative correlation between level of performance and AWOL.

UNCLAS

L LSECURITY CLASSIFICATION OF THIS PAGE(When Data Entered)  .{

T I TP Ry BT VT OART NS L@ S50 3o 1 e e Aty oy



L T T, Lo LT Ty T PP T TR PN PP YT VBT MW S AT A1 7 300842 o

3 i
" 3y
2
. 3 .
L. N
. . R
L ¢ -
Ch i .
i
A
o ‘ » g

THE GOAL OF MOTIVATION IN THE MILITARY:

A .
E ‘t. 1\
l \ i SOLDIER SATISFACTION OR SOLDIER PERFORMANCE?
-3 i
a4 g
: S 3
4 - !
e E 5
. : i
2 e 4
B S ¥
3 N
E: t i
= |
- L
. (‘.‘ .
! ' *,
i . ’ \,
d fro
: - J !
3 . ;
‘l—‘ bt . . )
; N Co - - B B \\
R RN
“ b
) RS f}xi o kﬂ
/ ‘i NN
’ ! J:, ( ¢ SR Y
" vt B » v kY
' . } '} ; '}l M

JIn Partial F‘ui!‘il].unt %‘ """ YooY
/

of t@w Roquimmt-.. for the Degrae_ ;
3 lfuﬁr of Milita’y Art and Scwe\ S

- Y ) Y weean e e e e

.
_;...\_-g),. .

L v{ . ;.‘.: o, :kw

E 0 70 DG CONTATNED A
o0 0OTY FURNISHID TO D
}' 4 ORTYTCAKT WDBER OF PAGES WAICH DO w1

""’-‘.. "onuc' ugIBLY‘ -t

M AL ARE A VR s ) B e L AT el A K AN Y B




AT

b,
B

MASTER OF MILITARY ART AND SCIENCE

THESIS APPROVAL PAGE

Name of candidate Allison Crawford Patterson

Title of Thesis The Goal of Motivation in The Military: Soldier

Satisfaction or Soldier Performance?

Approved by:

L )
W , Research Advisor

, Member, Graduate Faculty

M » Member, Consulting Faculty

Accepted this/é’c day of m 1978 b s

Directer, lMaster of Military Art and Science,

The opinions and conclusions expreased herein are those of the individual
student author and do not necessarily represent the views of either the
U.S, Army Command and General Staff College or any other governmental
agoncy. (References to this study should include the foregoing statement.)

{ ALLSE

‘i ;m‘ ":Z—r
i .

o
/ Lo

A 77 i
e -‘,M'v -t t




LEa s Gt o e s Rl RS L g il b v S U A RS A HRTIMR BT e ooy

TABLE OF CONTENTS

. Page
III ST OF TA BI.ES L ] L ] L] . * - . L] . - . * L] L] . - . * * L] . L] * [ ] L ] iv

IJ-ST OF FIGURm L * . - L] . L4 . . * * . L d L) Ld * L] L] . . L] L] . L d v

CHAPTER
l L] 'I‘}m PROBIM AND ITS SETTING * * ® ® * * * L] L] . . » L] L] L L] *
INTRODUCT Im * * '] ] * * - » » . L L] ® * * L] . * L4 . ® * »

Early Thoughts on Motivation Theory . . . .+ ¢« » + .

® o =

Early Thoughts on Management Theory . . . « ¢« o« o o &
SITUATION LEADING TO THE PROBLEM . . 4 o 4 v ¢ 5 ¢ + o o o 12
PROBLEM & ¢ o ¢ v o ¢ o o ¢ s o o s s o o o s o s o o4+« 15
HYPOTHESES . & & 4 4 o o o o o » o o 06 8 2 s o o 0 o o+ o 17
DELIMITATIONS . . 4 ¢ v ¢ o o o o o o o o o o o o s o o » 18
DEFINITION OF TERMS . . 4 4 4 « o o ¢ o o s o a o o o o« « 18
ASSUMPTION . & 4 4 4 ¢ 6 o o o « o s o 0 o o 6 s 4 o0 ¢+ 19
THESIS STRUCTURE . 4 4 4 ¢ ¢ o o o o o o ¢ s s 06 6004 20

2 ) LITERAW REVIEW . * . * * . . * . L] L L . * L) L] L] . * L] * L 21
@NERAL ] ] L] * v L] L] . * L4 L] L . L] . - * * ¢ . * 3 * L] L4
MO’.,:IVATION T}{Eoﬂm [ L4 . . L] . L ) L4 . . L] . L] . ] L4 L . L 21

B

Neod HIerarchy . v ¢« v v 4 o o ¢ ¢ 4 o o o o 6 ¢ o ¢ o 22
Achievement-Motivation . . . « . v ¢ ¢ ¢« s v o ¢ o « o 26
Motivation-Hyglene . « . . 4+ o ¢ ¢ v ¢« ¢« ¢ o o s o« ¢« +» 33
EQUitY o o ¢ o v 6 6 0 o 6 4 0 s o s s o 0 s e s e e s 37

ExpeCtancy-Valence............-.....Al

1i




Page
Satisfaction-Performance « « « o « « o o o o o o o « + o 4b

Motivation Theory in Perspective/Summary . . . ¢ « « « o 52

l\' ABSENTEEISMooo-oc.-occo-oooooovc-oo57

.‘_':
- 3. RESEARCH METHOD o o 4 o 4 v o v o 0 o o o o o o n oo oo s d59

: ::‘ L * DA TA ANA LY s I s * * L4 * * . L J L * [ L L] . L] L] L * * * . * * * - * 62

; T

b .

K &3

8 e mNERALa--0.000000o000000‘0¢0n00062
b
pr

S RELATIONSHIP OF RESPONSE LEVEL TO PERFORMANCE . o + o + « » 62
COMPARISON OF DISCIPLINES AS TO RESPONSE LEVEL . . . . . . . 62
: RELATIONSHIP BETWEEN AWOL LEVEL AND RESPONSE LEVEL . . . . . 71
RELATIONSHIP OF PERFORMANCE LEVEL TO AWOL LEVEL . . . . . . 74

RELATIONSHIP ANONG THE 18 QUESTIONS AS TO LEVEL OF RESPONSE 75
o 5, CONCLUSIONS/APPLICATION/RECOMMENDATION . o o v v o o o o o o o 77
‘,.-. ‘: CONC wSImS L) . . . L] * L] L] 1 4 . L] L) L] - L[] . L] L] - .'.' . . * * 77

'Q-‘ E Response Level and Porformance . . « o+ o o o o « ¢ o o o 17

g? ; Comparison of Disciplines as to Response level . . . . . 79
ri‘ _ﬁ Response Level and AWOL . « o & o v ¢ o o o 5 o o o o « 19
%; :§ Performance level and AWOL , . . . . + + ¢+ ¢« ¢+ v o +» » o 80
3 é 18-Item Questionnaire Intercorrelations . . . . . . . . 80

o '\ APPLICATION LI R I T T T T S S T S R A 2 D Y T S R ) 81
RECOMMENDATION & & v o o o o o o o v o o s o o o v o oo oo 83

x SEIECTEDBIBLIOGRAPHY..,.,....,,...,,.,,.,.8&,

iii

St e
TR,




LIST OF TABLES

Table Page

{ 1. Correlation Between Response lavel on Each Question and
i ) Perform&ncg ¥ e 8 6 & 6 8 4 4 4 6 e 8 ¢ 5 6 6 & & 8 e s @ 63

f 2. Correlation Between Response Lavel on Each Question and
' Performance--By Discipline ., ¢ ¢ v o ¢ o ¢ ¢ ¢ ¢ o o & o b4

3. Correlation Between Response Level and Performance--
Qy Sub*sc&la @ 6 2 8 6 6 4 6 & ° 5 & 6 6 & B 8 4 4 e e @ 66

4, Observed and Expectsd Frequencies of Response--By level of
Response and DiBCipline e 8 ¢ 8 & ¢ 6 4 & s e 8 o 6 s o ¢ 68

5. Observed and Expected Frequencies of Response-~By Level of
Response and Discipline--Within Sub-Scale , . . . . . . . 68

Sa. Motdvators . . . . . o v ¢ v v o 4 e o s e 0 e e s .. 68
50, Hyglenes . . v o v 4o 4 ¢ v o o o o v o s o v o o0 0. 69
Sc. Relations o o v v s o o 0 o s 6 e 0t s 0 e s e e . 69
5d, Expectancy/Valence . . v v o ¢ ¢« ¢ ¢ oovve 0o o v o o, 70
6. Observed and Expected Frequenciss of AWOL by Response Level 71

7. Observed and Expected Frequencies of AWOL by Response Lavel
& SUb.SMle [ . [ ] [ * L] [ L ] * LJ L * L4 L] v * . * L [ L) L] * 7 2

Ta, Motivators . . &« o v 4 ¢« o o 0 0o 0o v 0 v e 0 000 00 T2
b, Hyglenes . . & 4 o v 4 6 ¢ ¢ o 6 o ¢ s 6 60 6 600.. 713
Te. Relations + o o o ¢ o ¢ s v 6 o o s v 060 e 0o 0o eeee T3
Td, Expectancy/Valence . . v v ¢« v v v o v s 6 0 00 0 o0 Th

8. Observed and Expected Frequencies of AWOL by Performance
Lavel ¢ & ¢t o & ¢ & e @ ¥ e 0+ & & a2 e a4 6 ¢ w & 8 6 ¢ o @ 75

9. Correlation Among All 18 Questions as to Response Lavel . , 76

iv

{ 3



LIST OF FIGURES

Figure Page

Porter and lLawler Performance-Reward-Satisfaction Feedback Model , . 50

sz

o

ok bR R




CHAPTER I
THE SROBLEM AND ITS SETTING
INTRODUCTION

For as long as management has been identified as a distinct
art or science, managers have wrestled with the question: What causes
an employee to perform? Further, what csuses the guality and quantity
of that performance to improve or deteriorate? Although this problem
has received much attention in the business world, whrough such studies
as the "dawthorne" type and others, it has not been adequately addressed
in the military environment, The purpose of this study is to approach
the performance question in this neglected military area by determining
how U.S. Army Junior enlisted soldiers (El through E4) perceive various
motivational factors of their job, and how these perceptions are corre-
lated with performevice wnd AWOL, Therefore, the ultimate goal of this
study is to provide the Army commander/manager with an insight as to how
Junior erlisted soldiers' perceptions of their jobs are correlated with
their level of job performance and rate of absentesism (AWOL),

Hecently, and for good reason, the questions of what causes an
exployes to perform ar-~ wnat causes that performance to improve or
deteriorate have received increased attention by both managers and
organizational researchers. I telieve one has only to ask first-line

supervisors what their most taxing work problems are for svidence of the



importance of these questions to management. Judging from the volume of
articles relating to motivation in pasychological and management journals,
the problem exists in all fields, civilian as well as military.

Several factore appear to account for the emergence of motivation
as a focal point of interest., First, managers and organigational
researchers have recently begun to direét more attention to the overall
BEHAVIORAL requiresents of an organigatien., Also, in addition to
financial and physical resources, every organization must obviously have
people in order to function. Katz and Kahn (1966) posited that organizations
have three behavioral roquirements: (1) people must be attracted not only
to join the organization but also to remain in it; (2) people must perform
the tasis for which they are¢ hired, wnd must do so in a dependable manner;
and (3) people must go bsyond this deperdable role psrformance and engage
in some form of crsative, spontensocus, and innovative bshavior at work.

In short, for an orgaenlzation to be effective, it must come to grips with
stimulating both the decision to participate and the decision to produce
at work,

A second and related reuson fur the licressed attention is the
pervasive nature of the concopt of motivation, By this I mean; the
question of why pooplu behave as they do on the job interacts with the
entire field of organizational variubles, Therefore an understanding
of motivation is essontial to the comprehsnsicn of Lhe effects other
variables such as leadershi} style, job rodesign, and salary have on the

overall effectivenous of the organization.




Third, the ever-tightening financial and manning constraints
placed on organigations have forced management toc look for new mechanisu.o
to incresase, and in some cases Just to maintain, their level of organizational
effectiveness and officiency. The "slach™ that organigations could once
rely on is no longer available., This environment of increasing constraints
is particularly true for the military manager. The change to an all-
voluntear Army and the generally asustere financial and manning levels
have given the problea addod urgeney and focus, DBocguse of these
constraints, management wu.t insure that it derives greater benefit
from those resources uvaila.le tov lt--including human resources, In short,
organizational effectivensss becomes, to some degres, a question of
management. 's ability to wovivate its employses to direct a reasonable effort
toward the goals of the organisation,

A fourth reason iy tue level of vechriology required for operation,
The increasing sophisticatica of haurdware does not lesaen the requirement
for quaiity eaploy:e perloraeace. On che contrary, those new complex
machines requise & iever of porfolua.ce previously unattained--or possibly
unattainable, The net resuit is what they have increased the roquirement
for & gupakar nuaber of peopia to work wb pgrh capacity to apply the
technology required for success. For example, the infantryman of today
cannot Lo satinfled wiih mescly surviving end maintaining proficiency
with hic¢ rifle, he amat be capuble of operating and maintaining a highly
complex weapons systen wnich 4+ wmany casses includes an armored personnel
carrier and cither a TOW or DAAGON anti-tank veapon with associated

guidance and support ogquipment.




Finally, while financial and physicdl resources have usually
been planned on 4 long-terw busis, only recently have organizations
begun tu apply the same parspestive to their human resources. In the
military this tramd can be seen in the revitalirsed training procedures,
whereby the individual soldier can clearly define his job skill requirements
el oan systematioslly work toward promotion through job qualificatien.

in summary, thare are several reasons why motivation is getting
wore atlention Ly both marwgers and those who atudy organizations. In
any case, the vcomplexity of the smployve motivation phenomenon is at
least keeping pace with the growing complexity of modern hardware
tevhnology. Now a look at wotivation.

The terw "wotivation'" was originally derived from the lLatin word
NOVERE, which means "to wove'', Since this is obviously an inadequate
definition for our purpose, vhe following are brief selections which
attempt to get atl various aspects of the process by which human behavior
{s activated:

" o o the contunporary (umaediate) influuances on tha direction,
vigor and persistence of action." (Atkinaon, 1964)

"+ o ¢ & procoss goverming choices made by persons or lower
" organisus among altermnative forus of voluntary activity." (Vroom, 1964)

"o « « Yo stoer one's actions toward certain goals and to cosmit
a cyrtain part of one's energies to reaching them." (Gellerman, 1963)

"+ . + A motive is a restlessnuss, & lack, & yen, a force, Once
in the grip of & wotive, the organism doss something, It most
generally does somwthing to reduce the restlessness, to remedy the
lack, to alleviate the yen, to mitigate the force," (Sanford and
Wrightsman, 1970)

Thres elaments appear common o these and most other definitions

of wotivation: (1) the element that energises human behavior; (2) the




elemont that dirscis or chanels such behavior; and (3) the element
relating to how thiy benavior is maintain! or sustained, These three
common cenominators usuglly appsar, in some form, in all motivation
research, Based on these vares slameonts, & wmodel of wotivation can be
shown to consist of four vasic buiiding blocks: (1) needs or expectations;
(2) behavior; (3) goals; and (4} some form of feedback, However, this
model is far from simpiistic in that ladividuais possess--in varying
atrengths~-a multicude of needs, dewires and expoectations.

Dunnette and dischasr (1965, ideatified several complications
in attenpting to asssess mobtivabion, not tne least of which is that motives
can only be INFERRED; they can not be seen, This wesns that when we ses
soldiers putting in the exvrae time, we really do not know if they feel
obligated to ao the work, aru "btuoking” Zor promotion, or msrely enjoy
the work. S5¢ill speaking of wnfersing wotives {rouw observations, Hilgard
and Atkinson (1967) give four ressons wiy this process is difficult:
(1) any singio scb ouy wsiwcool swverasr aoilves; (2) movives may appear
in disgulsed forts; (5) ohutied wWoliVes hay be eapresses with different
behavior; amd (4) culiursi ard pereuncl variations way signifiecantly
change the mxies of ciprovciuvi, she waal fs Suvcher complicated by the
multituda of needs, dosliv., snc wxpoctaliong & pelrsorn mey expericnce
simdtansously, the cirdoronies aaln, wndividuates as oo which motives they
seluct over others, as Lhu LLochsliy whiss wiash thsy parsue such motives,

Further, wvehavies 315 wowslly cunaléered s bueing of two types:
INSTRUMEBATAL opy CONSUlOAWOKY. Instiunantal behavior is directed at the

means to certain ends; consunmatory caievier ls directed at the epds




themselves, For example, soialers who work hard and put in many hours
of off-duty time in sainvaluaing thelr eguipmeatl may do 80 either bacausv
they want to impress the dusz and possibly oe promoted (an instrumental
act) or simply becausze thoy enjoy working (a4 consumastory act)., In any
case, ons can readily seu vae Lnnense complexity ol the human motivation
process and the difficuliy o predicting huwsn benavier. Chapter III,
litersture Review, wiil cuver (aec major contekporary wotivation theories
and the reggarch dose wi vadn. nuwever, nere { would iike to take a
brief look at tie wsurly woek Lo awbivebion; iie begirming of motivation
as a consapl,

Early Thoyghte or Fobiwetbe i

‘The concupt ol Lot ivelion dalds vack wd ieast to the Greek

philosopaers who discusest Lhe pruncipis 0F nalwdild, which generally
meana tha tendency of wiaiviluwcic wve cdus Divuduss &nd avoid pain., It
was later picked up Ly wuci SLLLleOLLd00 do vOln LocKe, Jereny Bentham,
John Stuirv Mill woa Ciawds sbaliaen LonVdbLuu.  Sunbhan termed the
prifneiploe "HakonIe culClal Ve Vaeodhed e WaY QJbwpau Cedvuzate the
Pros and cond 0f Varidi. —Jih Ul Sedwviacie  sd wOLAVaLLOR Lheory moved
from the resin of philovun.y o Lavcholwy in e iuoe Ninesuth Century,
it becains apparunt CAGT oolalll bushons sfUUiess oarsted wivh hedonism,
Ag pointed out by Veoe.. (L5 ., . ol

TRaare Wi L0 A .ol L s dsetn spieification of the types

of avent »hich oo th Lol s . or wven how these svents
COuLd Do GOV, L o WD L2 Ml fanidhy . . o Lo shost, the

hedoristic asowrviaom i oo Win 0 0 L conlsrt and weu wntestable,

Any ?or§ of el Lo Vias LT sl e, LS Lo fact, by postulating
particular eOuriss O Pldtecsu Wi padl, v B forw of behavior could
be predicted L wuvanwe,
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Under the cabegory o LiSTINCT THulHIES, peychologists such as

william James, Siguund Treud and Willisa dcDougsl did not reject hedonism,
but addad two variables wilch they concicsired essentisl to understanding
behavio:r: Instince and wWwiciaeCivue mouivavicn, These psychclogists
differed as to their spuciiic concepis: ldedcugal saw instinct as
"inhsrited or innate" and goal-diréctec Jawss tavught of imstinct and
unconscious movivalion ay causiag "Liind wid wsthienical astion”; whils
Freud euphasiizod moeivaitlos vie wiv Wictnsvivus ievel, By this Freud
was gaying thal wiav poiood Lo wilpely MOCIVAIwE Dy Forces unknown even

to the person nluwelf?, “hc cewndual o Lhls goww) of theories seems to
have besn the proiileravici of aGontilieble invilncta--nearly six thouaand
of them,

The questioning of (iuliniie wiu ohe uicouscious as automatic or
learned led ©o Lav det wllaeniv vl Lallin ULdiilde. Yo dosdnant figure
here was Hull with iis "luiubis we cowgona’ (nell, 39457, hls formula
was: Blfore = Delve o oaLoib,

Dedve wWad Gurlfion el ol e it ey aliowwncw which
determined tho Irlercily o woic il v weies wisorelically increased
along with tho levil o woprm il o if wes UL oUlengbh of relatione
ship between past woilu. .o o oo el . ol laver modified his
formula £o GCCOURT ©el wilih Liiv o Mool ol an Jluiite [Owles s
Effort = Drive x hebis 0. . o s,

The COLEG e oot e R AU b approaches to

motivatior, 18 the COLITTL o Ll L. il cuive Luories consicered

habit (past) to bu the ke, lome. .. cLuivolica, wognitive thoories




keysd on beliers, wpssteiivis G aiticipisiona (Muturs), The prominant
nawes here are Edwira Tolisdi wiw Xuot iewin, Although Tolman primarily
studied animal behavior wia lowin stuawed human oehavior, they agreed

on the position whay Conuiwiie wathidun. abolt Tulure behavier are

based primarily on cuer I'rom tiu Livssent WVirGLieent, not from past
assoclations (habits), v Uorw womnivivae laber cams to wean EXPECTANCY
VALENCE which was expresses vr Tolmen {:V59) 1n the formla: Effort =
Expectancy x Valence. Rajwtivain feell «nlh whe povential outcomes of
various acts of behavior wii vilelow wild tac ipected valus of sach

potential cutccas.,

Barly Thowghts on o oz v . 5

Whilo Lhe Deocuwal., | 2oliul Sowdh o oo o suryy evoiution of
paychologicul SReioL Lo Ll L L i gAY 08 Rtman
behavior, he wpoiivcuoc. Lo L0 L bl A e wRPOLCHBE L0
WOrk Desavivr wite oo ol

Priue wo w000 L bl L L ey Tora of "motivetion”
wat Lear O pufiiie.a. .o . bl seeed, wab o ws Lhe
complexity i el vl L e deeailang iAol i WorKes-patiron
relationship o Gie “aa. L. Lo OB AN e GSupibced by the
more steriie saad volos L S e wid WAGLT CODIPRAY
Therefors, tho whwiieaw. oo o0 i i e i 8 Lotiel revolution,
This Rew ONVECGIECGCE o L L e g s s e e concopts of
Ban@EOMert. Tag JIiool . el el vl i Db Sees Eunerally

attributed to frediuca w. Loyl




The tragiiovnes wt.ul e Caden vl owov wldlidgelon that: Work is
inherently distaciwiul o fiim. dubec), ~ane oy GO lg less important

than what Lagy usn D00 1o, bdeb W Waedd ob cwe asfndie work which requires
ersativity, selfedirooilis . L i w0l l 0T (eehass, Porder and Craft,
1966). Bas®Q Of Liicu o e, Geiieoipiiin s svnicies were: the
manager's bagic tosk Lo o Llouul suiorviod il contiol his subordinates;

.

divide tasks dntoe olujis, ool v

L el tnee Operstlions; and
astablish debailec wora vuiliioo Lol Ledl i, dsd enfores these
firmly out fairly. so Yoo v iAo s ER40CULLLIONG!  people can
tolerats work i taw iy “o wvovie waf Lh. oode e fair, and if tasks

ars simjiio GHOUR walt Tuw s AL g, Ghiey Wil produce

-
IS
+

up to standadd,  Thda Coilieces Lo S e U Lol seWeral yoars. However
the "efiicient' Jaclooioe L il L e JilLulesh vawb Teder workers
Were neuded., Ay Uaoies oo L L s L0 G0 L Aadaauly began to slow
the previcusiy Wibesullsa oo o 0 wldut L an UaNAN . KRS & Sesult,
organisaliovsy eoni v oL .. Ca donL s Losdverlional assumptions
along the Livws ©F [ lue.. . ..o . e Teiel gL earay aencs the
development O Cin Hodod . awiiw s v

The TLYBY Wi wee 00 i L et warania wufan 1n the late
19208 with Bayo (iu0L . ool o uia ausson K1939).  As
stated Wy Beranx oL . L e ke ey as husan
beings cume to bu oo, : cewias., poor crafteaanship,
UNPesporeiveasess, i, ... ., S v am e dlawn, Porter and

Craft (i900), nan . . e e Son et te foel useful and

fmportant; poopic deeiow oo Ll Lo oL Lo eeigeeies o8 didividuals;
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and thoge nesds w6 Ol e el vnens it/ Wt owGiveling people to
work, HManagewsns o woiltic: ol Bhu swloser o SasLC task is to make
each worker 86l UHuIUL wui Ligdl bwfi) vi® Zuswllr should keep his
subordinates faroract i llobul e el WOlLSNAGAS ARG PLENS;

and the manager uhouli wiavd S wuedlSUlnelee v UXETCLES BOMe 8Selfe
direction and selr-Comiisl Lw Jouiliiv Laliuse. b O Aanagement 's
oxpectations Of GrpLeyeon .  wewT meelscanthor Wb subordinates and
involving them in rouv.av ae.n Cwir . wlli Latlusdy kelr basic needs to
belong and VO JeeL 5.uioit ol il swe eidhL Lovsl aveds Wall improve

morale ard retiUCs “wilodvoow b et s I nsT s will

"Willingly ¢cooparait®,  wo ol L L ol eiwisns ascwl Bus been
chellenged, bolh fur wolr oriitiiiin Sl i Lleukpadit, o8 well as being
&8 MAnIpulative U iliaasen o L L Lo i ms S duk

Rs & rusiloe or i, T b e mulabavas model and
the gereral svoloiiws W wi - .o L oL ovay of Wacories were
formed in tiw 1980, .. o i C e e Namady WSOURCES
Model. Incluccd e won oo . : o, cee s (1985 ) "Human
Regources huued". wovn. oo L L aur L Goaft (1966)
conparizon of aOluao, ... o LY e aan PASONDCAS
model: Work L. nwl. Lu.o.... ... - C b te cantribute to
meaningiui coals oL . el pPaspde can
exercise 2ur sl Lol L . S v uhln bnods job demands,

As to poliecive: v .o o - e e 0 Gi6 "antapped”

human resourcss; wie ... . S o LAt we whiaeh all

members fuy COnbinluil o Lo L L Ly e b Lunager
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mst encourage full participation on important matters, centinually
broadening subordinates' self-control and self-direction, Management
expects that: Expanding subordinate influence, self-direction, and
self-control will lead to direct improvements in operating efficiency;
and work satisfaction may improve as a '"by product” of subordinates
making full use of their resources. This model has only recently been
accepted and adopted by some organigations.

To put the thrae models in perspective as to extent of usage, it
appsars that the trend is from the traditional, through the human relations,
to the human resources model, This is not to say that any particular
organisation will wholly embrace one model to the exclusion of the others,
or that any particular organization will necessarily move from one model
to the other. Im fact, an organization may use a hybrid of the three
models, designed for its specific needs,

It is interesting to compare the evolution of military management
policies with the management models, Irom at least the early 1900s to
the early 19608, the Army's mode of management was clearly comparabls to
the traditional model's assumption that few want er can handle work which
requires creativity, self-direction or self-control, The thought then
was, "do it because I said do it," regardless of the need or application
of commen sense, As for the human relations model, the Armmay was a few
years bshind the civilian recognition and adoption of human relations
measures, In fact, it was not until the sarly 1970s that the Aruy really
began pushing human relations considerations to the lowest lsvels of
management, and then primarily as a result of ethmnic conflicts and drug-
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related motivation problems. However, if Arumy management follows througn
on the policy presently being stated, we will be ahesad of the civilian
commnity. Specifically, part of this policy is the "new" resliszation
that a commanding general cannot perscnally supervise and provide speecific
guldance for each leader down through squad laader level, As a result of

[ this awakering, the Army is inplementing a training program that will let
gyery lsader plan his own training program to fit the needs of his soldiers.

Also, the soldiers now have the tools to self-train on specific job skills
and advance as far as their desire and ability will carry them, The Amy
is well on the way to adopting the main assumptions of the human resources
model: Work is pot inherently distasteful; people want to contribute to
meaningful goals which they have helped establish; and most people can
exercise far more creative, responsible self-direction and self-control
than their present job demands.

With the preceeding brisf but representative overview of the
evolution of psychological motivation theories and nansgement models, it
is now appropriate to address the problem, To aveid making this introductory
chapter too voluminous, I have mentioned only the early work in motivation
theoriss; current theoriss are fully covered in Chapter 11, Literature

Review,
SITUATION LEADING TO THE PROBLEM

hlthough there has been much motivation research during the past
15 - 20 yesrs, managers, whether civilisn or military, still do not have
& workable guide as to what is associated with high, or even acceptabloe
psrformance. I believe this dilemma is due to the direction taken by

L.
S N . o . o o 1 5 ! 1.
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motivation ressearch in generally considering worker satisfaction as the
ultimate goal. The implied assumption in current motivation research

is that a satisfied worker will perform better than will an unsatisfied
worker, for both quantity and quality of output., Likewise, the military
focuz hae historically been on the cancept of soldier satisfaction as

the prime indicator of soldier effectivenass. Commmnders ssem tc assume
that 1if they can optimize, or at least raise, the level of satisfaction
their unit will be more effective. I do not believe this assumption to
be either universally true or supported by research, However, Ly this

I do not intend to imply that satisfaction is not important, or even that
it may not be necessary to the effectiveness of a soldier or a unit,
Rather, I question the seemingly sacred assumption that if a soldier or
unit possesses a high level of satisfaction, a high level of job performance
is assured. This assumption has resulted in considerable effort and
expense at job enrichment and employee benefits, with a resulting lack

of analysis as to actually how military managers can cause their soldieras
to perform. Again, military managers have given undue emphasis to higher
saiary as a cure for job dissatisfaction; with the related assumption that
the increased satisfaction will cause higher or satisfactory performance.
I question this assumption, and recommsend the salary-satisfaction question
for further research and analysis.

However, due to the considered "obvious" connection between
soldier satisfaction and rate of absanteeism (AWOL), the military leader
is probably more excusable in this practice than is his civilian counterpart.
For the military leader, a high rate of AWOL reflects on his "leadership"
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ability, whereas for the civilian manager, high worker:absenteeism can
more readily be seen as caused by distasteful characteristics of the
Jjob or less-than-admirable ambition of the workers,

The importance of worker satisfaction cannot be denied., For a
worker to provide a sustained level of satisfactory or high performance,

I believe that he/she must have at least an acceptable level of satisfaction,
However, studies attempting to get at the ultimate goal of PERFORMANCE
through the unobservable state of mind SATISFACTION, are inconclusive in
that my literature ssarch indicated no cause-effect connection bstween
thess two variables, If satisfaction is correlated with performance, one
does not necessarily preceed the other., In other words, it is just as
tenable for satisfaction to be a result of high performance as vice-versa,
Further, satisfaction and high performance may be caused by still other
variables, It appears that most of the motivational research to date has
at best given the manager some guidance as to how vto have HAPFY workers,
but very little advice as to how to predict and influence the very activity
for which the worker is paid: FPERFORMANCE.

In attempting to at least partially fill the above void, 1
developed a questionnaire of human/job factors based on Herzberg's
Motivation-Kygiene (or Two~Factor) Theory and Lawler's Expectancy-Valenc
Theory, These two theories are fully covered in Chapter II, This
questionnaire is sub-divided into four sub-scales: Motivators
(Hergberg's Motivation-Hygiene Theory), Hygienes (Herzbery), Relatives
(Hergberg's relations with others) and Expectancy-Valence questions, This

survey device provides for a soldier to register his/her degree of agreement

AR E ks s gy i e 0 arn k) Gy e m A e e g R Mt B Ay Y A8 2 o B e, TR ) ey S Ry




15

with each human/job factor on a scale:of 1 to 9, Also, the soldier's
inmediate supervisor rates the soldier's level of performance «n a 1 to vy
scale, and reports the number of times during the preceeding month that
the soldier has been absent from the job without proper excusse., The
soldiers' and supervisors' responses are analyzed as outlined in sub-
problems 1 through 10 below. This analysis gets at a direct correlation
betwoen a soldier‘s rated performance and his/nher perceptions of various
human/job factors, without being routed through an unobservable state of
mind such as satisfaotion or morale, The research device snd procedure
are further explainsd in Chapter III, RESEARCH METHOD. I emphasize that
although I make opinion observations as to possible/probable causation
at each step ¢f analysis, the purpose of this thesis is to identify
significant correlations which can be used by military managers.

The research population for this study is approximately 150 soldiers.
They are divided into the three Arvy disciplines of: Combat Arms (49),
Combat Support (51) and Combat Service Support (56). This structure
allows an extensive analysis among the three disciplines, four sub-
scales of response (Motivators, Hygienes, eic.), performance ratings,
and rate of AWOL., Bach step of analysis is described in subproblems 1

through 10 below.
PROBLEM

The purpose of this study is Lo determine whether, and to what

extent, soldiers' percsptions of various human/job factors (on their present

26 utem ety — Y e " I St s TS L S
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Jobs) are related to their performance level (on their present jobs)
and AWOL rate.

o Firat Subpreblem. How do soldiers' overall level of response
correlate with their rated level of performance?

. Secopd Subproviem, How do soldiers' level of respanse, on each
question, correlate with their rated level ¢f performance?

. Third Subprobjom. How do soldiers' level of response, on each
question, by discipline, correlato with their rated level of performance?

. Fourth Sybpproblom, How do soldiers' level of performance correlate
with level of response, by sub-scale?

o Fifeh Subproblewm. How do soldiers, as a discipline, compare as
to overall level of response?

o Sixth Subprovigm. How do soidiers, as a discipline, compare as
to level of response witnin sudv-scale?

o Sgventh Subproblem. how does AWOL level relate to overall level

of resporise?

How dows AWOL level relate to level of

response by sub-scale?

. Subp ge How does level of performance relate %o level
of AWOL?

o« Tapth Subprobizin, Whal are thu correlations among the 18

questiony as vo level of response?




HYPOTHESES

. First Hypothesis. That soldiers' overall level of response is

iﬁh 1% positively correlated with their level of performance.

§ .'_¥' ; » Second Hypothesis. That soldiers' level of response, on each
ﬁ “-'é ; ' question, Is positively correlated with their level of performance.

i.i 5; f . Third Hypothes®s. That soldiers' level of response, on each

5& question, by discipline, is positively correlated with their rated level
t  § of performance.

3 i.k& . Foyrth Hypothesiz. That soldiers' level of performance is

| positively correlated with leval of response, by sub-scale,

-*.% o Fifth Hypcthesys., That there aro no significant difrerences

ﬁ; among disciplines as to level of response.
if g o Sixth hypovhesic, 7That there Le¢ no significant difference

é among disciplines as to level of responss, within each sub-scale,

L | o Seventh dypotrcaly. That there io o negative zorrelation

f 1 between AWOL and overall levael of respoinot.

% o Bighth Hyoevnoi -, That thers 15 o« nugative correlation
g -? between AWOL level and response lsvel within each sub-scale,
%3‘“.f o Ninth Hypolnesis, Thav Uhess L3 a negalive corrslation between
% ‘g level of performance and luvel o AwOw,

o Tenth Hyvctne,.», Thul tners is a positive corrcelation among

the 18 questions.
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The study wall nov abvuwpu Lo spedulate a8 to the soldiers'
wtate Of mind (matiufavoron, ourals, €UG.),

The atudy will ou lisivea o solalers ia grades Bl through Biy,
parforming a Job whionh Lonue duesll Lo wvaluation of quantity and quality
of performanca, Thie grade luuivetion is desause 1 am focusing on "worker"
motivation rathor than supsavasor wobtivelion,

Tha study will pot avtougt vw analywe performance by managerial
or superviaory porasoniv.,

The study wiil not atienpi W uvsocisbe AWCL with turn-over of
parsonnel (soldiors wiho w0 noL su-ondist), bocause it is unsafe to assume
that these two Lypes of Luhuviw wru ceussd by the same variable(s).

The study wale anwed oue il Qorfvasacu of soldiers in & "psace=
tino" anvironmant, wWidu. o laesbuc sombst conditlons, at best. Therefore,

the study Msults wiy HOL Vo wacotvdy wpsdicaide C@ & combat situation.
P PO E VTR V) AT S

o ERrOmAGGe  n soesklwiaent 0 quanbity, quality and reliability
of output. With full counvadericiut of pave opoculation as to the
difficulty of asslgnity ws overdail pucfoccance rating, ébnsidering the
varying demands of difvucent Jobs \erweativity, physical endurance,
unquest.ioning obwdivato, Wi, 3 bwlieve wwst aupsrvisors can, without
difficulty, cleariy divierwuicie ancay their subordinates as to overall

perforuance.
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Abgenteaism. Unscheduled/unexcused absence from the job for
more than one~half day without a legitimute reascn (emergsncy, accident,
etc,). Absentesism is used synonoymously with AWOL (absent without leave),

. Hupan/Job Factora. Aspects of the job and the total work

environment that potentially afisct performance, These are primarily the
factors in Herzberg's Motivation-Hygiene Theory and Lawler's Expectancy/
Valence Theory.

. He/She. Throughout this thesis I attempt to refer to soldiers
neutrally as tv sex, In any case, regardless of whether I refer to soldiers

AN
»

as he, she, or ho/she, 1 au gpeaking of : 48 soldiers.
9 » 3 ¥

. Commpender/Manager, There ars many terms such as commander,
manager, supervisor, elc¢. vhat I consuidoer interchangsables for wy purposes
in this thesis, Regaraiess or whelher { use coumanders, managers, or
commanders /fmanagers, I am raferinyg o Shs Cumalssionec or non-commissionad

officers who are responsi:le Jor ih¢ supervision and/or wmanagement of

subordinate snliisted soliaiwew,

L L g .
PN U

That all sudjecin are rwntaaly "stable' and relatively consistent

in their attitudes for vhe durceion of chelr tour of duty. This means

-

that the one-time sarmgi. will *o¢ .+ vale approximation of the soldiers!'

perceptions, perforuwancs cod aliwaloelan.




THESIS STRUGTURE

Chapter I provides an overview of the evolution of psychological
theories on motivation, managerial medels and outlines the problem and
hypotheces.

Chapter II provides a survey of current motivation theories and
related studies,

Chapter III explains the derivation of human/job factors, structure
of the guestionnaire and procedures used in performing the survey.

Chapter IV describes the svep-by-step anelysis of sub-problams
1 through 10 and testing Hypotheses 1 through 10.

Chapter V discussus the resulis of the Chapter IV data analysis
to include interpretation/opinion as to the meaning of significant

correlations and recommsndacions For Nbure study.
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Bacause of the gicatl number of theories and research studies
in thu area of motivabtion, i have resteictcd Lhe seope of this literature
review to theories and uhusies wirsh have apparest relevance to behavior
in formal orgamizaiions. I have inbunticasliiy sikiried the vast pool of
work by personalily iheoirlsbs, cianicsl psychoiogisto, and psychoanalysts
whose weitings cahwut Ly Glyrediyy seaaved Vo behsvior in the work place.

My approach is o Virot swawvey vaose uotivation theories that
apply to tho work cituzviovn, g oowoin, bv wielyed e setisfastici-
porforaance 0rdur=-ol -aieardiily Coubloverty. For wost research which
has atteumpled Lo relate sollisiveiion wo pasloriches, Whis quosticas of
whether sabtlslaciiun Ciuini potlv v, forilvluudee swuwses sablsfaotioa,
or both it Calbell LY u v wlewl Vil iold ) bes DEBH WBY cantral issue.
However, as suplaliud ik Coupuuite « (aonlosiawoivg) aud 151 (hesearch
Method ), the analysiy of “putoioy™ weciieh in Chis thosis focuses an

correlationy botwewn Puriiiuicey v pwdOlaesed, pevhur Chan on orders

Of-aAPPUArants DELWIUN Jiuiiuiiilc. W wey VUAUE VLILEOLOUE ).
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The direciica; @erguweiion, sod pursletwice of work-related
behavior la approcched Ly uany Yaeoroticel formuletions under two broad
categeries, The IFirsi cavugory ul theories are concerned with the
CONTEXT of motivalion and ablewpt to lduily lactors in the individuwal,
his erviromnment, or ais buhsvior av he dosls with his environment. They
ask the question: WHaY 13 iv vihayu awiivatew people? The other major
grouping of theorics wipiiis Lwavior oM the aspsce of expectancy and
equity PROCESIES, by wiwen thu contuat tectors Liafluvence behavier. They
ask the question: HOW o savicviuaniVel factors and individual needs
determine behavicir? Albteuigh bhas Gisvunetion it useful in classifying
and diacussing wovivelion Whevslicwe, IV would zob Lo tarnied too far
because the separabion Lo s oaw of dogres then of kind., That is,
although conbtent Lheorios vupholnie bie Wldal of wotivetion, they also
touch On Provesst o WEli. i CLilough JSUvewL Laderiey, emphasize the
HOW of swbivalion, il fivd voiws Ceaswd Uisaviids G any case, 1
use this groupinyg (Coubuni Wlitiieue w mtdwin WBuordies) in ldentifying

theories and associniui fCoveirta. su @ wovz &b wotivacion theories.

Keed Hievarehy Thoeey (Jox: 70
From fve dotrodeslice. W Sivumin diilow 1 vae mid-194Cs (Maslow,

1943, 195&) wutdi e Love Luoilu, tww nuid faciassoby Tuoory wos primarily
in the realm of ciladdul geyvioleyy. Aewover, 48 wies citontion wes
focused oz the rold of movavauiol ob woa:, Ghe wedd biccarchy eserged

as a popmlar model o Lbuaw belivilw,
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Maulow viGWLh Vie Huad. wo & Mweationg whadieel”, wotivated by desire
to sablaly coytain woiwsidlis wyes of ewabe  Lused on his observations,
Maslow clapgifiod aveis swedo e SlNa L0 UOHORCE 83

PHYSIGLOGLOAL  avews, Lodiuaing wae aves for fvod, wvater,
air, elc,
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absence frow pain, theeat o rlinesy,
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obsesoud wilis whe Guua 1o o il el iien diewst Lt aubger is the prime
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hypotleais had bean tLhat were suwcessful axecutivea will have high suvoreu,
{0 would have bean supported with a wodorate laval of confidencs (p < .15).
vodn ivpothendn,  More successful axecutives will have high
acorer inh need for power, This hypethesis waa supported with a very
high degree of confidence (p < .01).
» The final threu hypotheses relating success in business to need

for autonontyy, aggression and delorence wers not. supported.

As pointed out by Cummin, the findings concerning need for achievement
yre probably the most noveworthy, This finding not only supported
MoClelland's astrong association botween need for achievement and entrep-~
ronourial auccess, but was shown Lo be related to success in a much
more diviarsified sample of the business population., This result was a
considerable expansion in vhal tho term “antreprensurial' applies to
only a small portion of businessmen,

Anothur laportant result of this study is validation of the
hypothesis conceining tae relationsnip betwaen need for power and success,
This finding suggeuvtas thuat needa for achievemont alone is not the sole
critarion for differuntiating wore or less successful executives, That is,
succassful exscutives have a naed for increased responsibility and control
within the organizavion., Therefore, according to Cummin, the typically
successful business executive is the individual who ias dedicated to a
high standard of oxcsllcies i hils work and sseeks Lo assume graéatsr

responsibilities and moro control over his environment as he advances,
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The potential here is obvious. By identifying and learning to
influence particular expectancies and incentives associated with a motive
network, it is possible to strengthen the aroused motivation or behavior
tendancy. The implications for management are that managers who must
fit the demands of a job to a pattern of behavior, may be able to
selectively arouss latent peeds to make the employes, or potential

employee, more nearly fit the job.

M - ¢ The

Fredrick Hersberg began with the age-old question: How do you
motivate employess? In his search for an answer to this question,
Hergberg reviewed such positive "KITA" (kick in the ass) as reducing
time spent on the job, increasing fringe benefits, human relations
training, sensitivity training, efforts at two-way cosmunications training,
Job participation, and employee couaselling.

As a result of this effort and his motivation research with
200 .enginesrs and accountants, Hergberg devised what has come to be one
of the most popular and most replicated studies in the field of job
attitudes. Hersberg's theory has been known as the motivation-hygiene
theory, dual-factor theory and the two-factor theory. For the remainder
of this thesis I will use the name motivation-hygiene theory,

Hergberg and his associates (Herzberg, ausner, Peterson and

motivatien in the mid-1950s. He propesed that Jed satisfaction is not
the opposite of job dissatisfaction and vice-versa. That is, the opposite

O ]
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of job satisfaction is not job dissatisfaction, but no job satisfaction;

and the opposite of job dissatisfaction is not job satisfaction, but no

dissatisfaction. This proposal included two categories of factors: One

set of factors deals with the animal nature of man--the built-in drive

to avoid pain from the environment (Disaatisfaction); and the other set

of factors concern the human need %o achieve and to experience psychological

growth (satisfaction).

. Hotivators or Satisfiers:

. Hygieneas or Dissatisfiers:

Achievement
Recognition
Work Itself
Responsibility
Advancement

Growth

Company Policy & Administration
Supervision

Relationship With Supervisor
Work Conditions

Salary

Relationship With Peers
Persconal Life

Relationship With Subordinates
Status

Security
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In this initial study, Herzberg and his assoclates interviewed
203 accountants and engineers and asked them to desciribe specific
instances when they felt exceptionally good or exceptionally bad about
their jobs, Upon analyzing the content of these critical incidents, it
was found that the good critical incidents were dominated by reference
to intrinsic aspects of the job (motivators), while the bad critical
incidents were dominated by reference to sxtrimsic factors (hygienes).

According to Steers and Porter (1975, p. 88), "One of the most
significant contributions of Herzberg's work was the tremendous impact
it had on stimulating thought, ressarch and experimentation on the topic
of motivation at work". The small amount of research done before 1959
was primarily concerned with laboratory-based findings or clinical
observations, none directly addressing the problems of the workplace.
Herzberg's work began to fill this void.

After this original study, a considerable number of empirical
studies designed to test the validity of the motivation-hygiene theory
were published and a heated controversy developed between supporters and
critics of the theory. According to Nathan King (Steers and Porter, 1975,
p. 116), the major portion of the controversy was caused by the lack of an
explicit statement of the theory. The five versions of the theory are:

I, All motivators combined contribute more to job satisfaction

than to job dissatisfaction, and all hygienes combined
contribute more to dissatisfaction than to satisfaction,
II. All motivators combined contribute more to satisfaction than

do all hygienes combined, and all hygienes combined contribute
more to dissatisfaction than do all motivators combined.



{IX. Each motivator contributes more to satisfaction than to
dissatisfaction, and each hygiene contributes more to
dissatisfaction than to satisfaction.

IV, Theory III holds, and in addition, cach principal motivator
contridbutes more to satisfaction than does any hygiens, and
each principal hygiens contributes more to dissatisfaction
than does any motivator,

V. Only motivators ‘stermine satisfaction, and only hygienes
determine dissa: Jifaetion.,

Of the subsequent studies dealing with various aspects of the
motivation-hygiene theory, Hersberg (1966) reviewed nine, He found all
nine studies supporting theory I and five supporting theories II and III.
He found no relevant empirical studies to support either theory IV or
theory V.,
In consideration of all relevant empirical studies to date, Nathan
ﬁ - King (Steers and Porter, 1975, p. 131) concluded:
1. Theory I, although being supported by the Herzberg-type
atudies and the subject-coded studies, has not been adequately
tested in studies where the determinants of satisfaction and
dissatiasfaction were measured by techniques other than direct
self-report, It is thus possible that Theory I merely reflects
| defensive biases inharent in such self-report measures.
2, Theory II has not been adequately tested in studies other than
the Hergberg-type critical incident studies., It is thus

possible that Theory II merely reflects experimenter coding
biases or defensive biases inherent in the self-report measures.

3. Theory III, being supported by the Herszberg-type studies but
not by the subject-codad studies, merely reflscts experimenter
coding biases.
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The following table summarises six studies (1,220 subjects)
reported by Hersberg (1966, p. 109):

FACTOR SATISFIRR DISSATISFIER
Achievesmant W40 122
Recognition 309 110
Advancement 126 L8
Responsibility 168 35
Work Itaelf 175 75
Policy and Administration 55 337
Supervieion 22 182
Work Conditions 20 108
Relations With Superior 15 59
Relations With Peers 9 51

In the above table, the number under Satisfier is the number of
subjectu, of the 1,220 total, who remembered a satisfying critical imeident
relating to the factor in the left colum., The same applies to the column
under Dissatisfier.

Eauity Theory (Process)

This second type of motivational theory is the cognitive procesa
underlying feelings of equity or inequity that result from the comparisen
of what one gives to a social exchange situation (input) and what one
gots from it (outcome), further compered to similar inputs and outcomes
of others, Variations under the overall category of EQUITY Theory have
included the "Cognitive Dissomance” Theory (Festinger, 1957; Heider,
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1958), "Distrdbutive Justice" or "Exchange" Theory (lomans, 196); Jaoquus,
1961 Patohen, 1961) and "Aquity" or "Inequity”" Theory (Adems, 1963,
Industrdal Relationn), and (Wedak, 1964). Although there is wowe
variation among sub=theories, the general thruat of them all is that a
major determinant of Job performance and satisfactien is the degree of
equity, or inequity, that an individual perceives in a work situation,

The theory presents two basic postulates and various ways by
which the person may achieve equity. First, the postulates: (1) that
the presence of inequity in a person creatsa tension in hia proportional
to the magnitude of inequity present, and (2) that the tension created in
the person will motivate him to eliminate or reduce it. The strength of
this motivation is proportionsl to the temsion created., For methods of
reducing ths inequity, a person may:

« Inorease his inputs if they are low in relation to either his
own cutoomes or in relation to Other's inmt-ocutcome ratio,

+ Docresss his inputs if they are high in relation to either his
own outcomes or in relation to Other'a input-outcome ratio,

« Increass his outcomss if they are low in relation to his owm
inputs or in relation to Othar's outcoms-input ratie.

« Decrrease his outcomes if they are high in relation to his own
inputs or in relation to Other's outcoma-input ratio,

+ "Leave the field." This could take the form of quitting a job,

ottaining a transfer or absenteeisn,

g A
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_ « Aot on Other, This may range from cognitively distorting the
e iAput-outcoms ratio of obtherm to obtain a Letter balance, Lo causing
) Obther: to leave the field,

« Change the referent Other,

Sinue the early 1960s there have besn many atudiea of varicus
aspacts of thias thedry, lIn particular, a large nuaber of stuwiies have

i

been about the dynamics of employess in the categories of "overpaid-

T P TE et e

hourly", “"overpaid-piece work", "underpaid-=hourly", and “underpaid-
piece work", The format for theae atudies has generally been that the

o

——r

! axperimanter, poaing as an employer, advertises for persons intereated
'_ in part-time work. The experimenter creates the inequity induction by
' paying the subjeot mare or less than the going rate, or by paying more
3 or less than the going rate plus telling the subject that hia/her

qualifications for the Jjob are lower than a comparison Other receiving

,..g__‘ e

the same pay. The subject performs the tasks and is rated as to quality

I
[eiadt™

_ { and quantity of perfortance, The four categorias of employees, with

o "'x‘ their projected mode of corrscting inequality are:

: ) _‘“\: . Overpaid-Hourly. The basic hypotheais is that overpaid subjects
' ‘ will raise their inputs by producing more as a means of reducing inequity.
“"‘ . Overpald-Piace Rate. The basic hypothesis is that overpaid

f’f A subjects will produce higher quality aund lower quantity than equitably

e :"“'fl.r ) ‘ paid subjecta., The assumption is that overpaid subjects will increase

their inputs to achieve equity. Theoretically these inputs lead to an

inorease in either quantity or quality of output, but increases in
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quantity can only inorease inequality hecause every unit ia overpaid,
Therefore inputs are inoreacved as to quaiity, and outcomes per unit
achieve a balance,

+ Underpaid-hourly, The basic hypothesis is that underpaid

! | subjects decrease their inputs to achieve an input-outcome talance,

( Attempts to test Lhis hypothesis have resulted in wined findings.

‘ Unde -Flege @, The basic hypotheais is that underpaid
subjects will produce a large number of low quality outputs because the
production of low quality outputs permits inoreasing outcomss without
substantially increasing inputs.

Generally, all four hypotheses were supported by a volume of
studies, However, this is not to imply that the above conditional
hypothsses are a fool-proel way of predicting bshavior. There are still
many confounding eloments in the way of doing this, not the least of which
are the great variations in employee perseption as to what in fact is a

( sublective equity or inequity. A further question ioc, exactly how is the
referent Other selected? For example, does the referent Other change for
& person from situation to situation? Can the idsal self be the Other?
And finally, what are the determinants of the choice of the referent
Other? The questions regarding the referent Other are crucial because
any speculation as to how an individual will view a future work situation
will largely hinge on who he/she selects as the referent Other.
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Since expeotancy theories differ somewhat in their definitions
of major Lerms and outcomes, the approach here is to identify the major
versions of the expsctancy theory by proponent, with a brief summary as
to research done.

Expectancy theory is also identified under several nanes, including
Instrunentality Theory, Path-Goal Theory, Valence~Instrumentality-Expectancy
(VIE) Theory, and Kxpactancy-Valus Theory. 1 will use the term Expectancy-
Valence because I believe il more descriptive of the two major variablss,
Specifically, according to the theory, the subject keys on an expectancy
of an apjticipated goal (VALENCE) rather than on a realised goal (VALUR).

Kxpectancy-Valence theories have their roots in the sarly work
of E, C, Tolman and Kurt Lewin. Tolman (1932) discussed "expectations"
and began pushing for a more cognitively oriented approach. Also, Lewin
(1938) presanted a cognitivaly oriented theory of behavior including such
terms a8 "valenca" and "force'", Out of this basic work by Telman and
Iewin came a number of very similar theoriss, However they all sesa to
agree on sone basic propositions such that valence and expectancy combine
multiplicatively to determine behavior, That is, most theorists maintsain
that the strength of a tendency to act in a certain way depends on the
strength of an expectancy that the ac¢t will be followed by a specific
consequencs {outsoms) and on the value or stiractiveness of that
consequence to the subject,

Vroom (1964 ) proposed the most frequently cited expectancy theory

of work motivation. Vroom begins with the basic assumption that, at any
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glven iy, a »erwon prolocs sows oulcomus over others; that preference
refers Lo & rolalivi,aip deuweunl Ve strength of & person's desire for,

or attraction vowars, Uwo cuicomws, Vroom further emphasiged the diastinction
betwoon valento anu Vesut (p. 15), "An individuul may desire an object

but derive littlv satisraction from its attainment--or he may strive to
avoid un object which rw Luver Yinds to be quite satisfying." Further,
REANS &CQULNe VALUAGH &b & cvsudl of their expected relationship to ends.
Vroom derines uxpeclaiy &t Who Logividuasl's belief that some pavticular
outcomy will prooaviy iNiios sume ochwevior. This belief can vary from
certainty that the oulcuie will fuliow the behavior (subjective probability
of 1,0) £0 certani.y tih.i L. will 00U (subjective probadilivy of 0.0).
Vroom's Lhird varie.et Jusee s Gorined ee & directional result of the
combination o valiuiinr oli Leettondy, Veoom's variaebles are related

suct. Lhab: Jooclilon, . L cawvaus = dapastancy x Valence (where valence

is dnstrumentaliiy o Jelioiee s, U8 s Gelined by Veoom (1964), the following

Propowitions Scawnbio, iy fon dLued e body of his theory:
Peope- Aee e L0 v D 0T L GULLUOIY WO 4 purssn 15 &
wnetondcal ly do.e g 'hna‘mxn of Lo aigevraic sum of the products
of the valeiicur . 0. ... .t and his conceptions of its

Instrumenteiloy L. . wubeliasne of these other outcowes. (p. 17)

Propoalelds o0 b Joiiooan G perdon to perfor an act is a
wonctonicu, iy ool oL Ll ion o Bae aluelraie suw of the products
of the valonee: 7 L. wlicews @ the strength cf his expactancies
that zhe scv. - . 0 L by Uie acbucnsest of those outcomes, (p. 18)

IR

G‘P‘ﬂﬂh (‘1(]‘\0\ a: R mr f _: ;:.;;-;:..::-':c \'!:.mvs Mal b}' f'u.f‘théx’
analyeing "outcomss" as Lhoy powcain to & work role such as "effective
performer', '"manager', and "group member". He posits thai whether or not

& person is performing in accordence with any perticulsr role can be
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I
determined by coagaring ais behavioer to standards of role performance
which nay be either sxpiiciviy or impiicitly stated, Graen also defines
three classew of ouccumss ey presult from the successful performance
4 | roles. One clise raveives Zubirinsic rewards such as feelings of achievement
'? i after having accompiisned woxo seif'-valuad task., A second class of role
E S .

outcomes ars externally modlated by soms significant Other such as a

Zucl

supervisor who contiols such things as pay or promotion. The third class
. of outcomes is autowsvic with the work role. These include zuch outcomes
- as status in the comuurily asgociated with the role of "top executive',
S Porter and Lawier .3%63) proposa that the amount of effort exerted
N toward Job performance dupends on how mmch a person prefers likely outcomes
T of effestive perioruuice \valuo of reward) and how much he believes the
’.Jx outcomes follow the exsition of effort (effort - reward probability).
ﬁ Or as summsicol by duweiw wewaer 111 (Lawler, Koplin, Young and Fadem,
o 1966, p, 268):

b An Individual ‘e awiaveilonal foree to perforn where E - P o=
E: , . ! L. ey - S A PR “ .
q oxpuctaney thev o o SI0wd (k) will result in a desired perforuance
\ (P}, Thie cun o i aussswd uy such veriables as self-esteem, past
. exporionce fn sianlel vloations, vhe actual situation and communications
v fromn others,

iz

P - Qs smume.ans Yl 4 ,“Vﬁh ﬁurformanca will lead to a
desired sutesus (7). UL o b fariueaced by such variables as
i past experieun . . sl ow L. thonn, dblcactivenwss ol outcomsy,
scbusl gitun” i, . b o aaselLonge,

) Valenes = 0 .0 00wl adTseint a0 uLComd-~as  compared
2 WiTLh valus, walss Lo ateost satisfection, Valenco ranges from +1
—3 (ateractien) vo -2 (avoiding

[ RS PR \v,t

Sipdcic

Campbell, Dunastie, Lawler & Weick (1970) and Henemwan & Schwab

(1972) provide an extensive review of research on expectancy-valence
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theory. Thaese reviews gsnerally conciude that Vroom'a theory, and late.
modifications, are uvmpiricsliy supported. The two studies Jescribed
below give a feel for vhs type results found.

A typlcal wludy uwing expectancy uheory to generate prodictions
of how hard employwew work on the job was conducted in 1963 using

mesasurement technigues wuapisd from the attitude theory of Fishbein

f; (Hackman and Porter, 1968). The setting for the study was three comparable-
E{ size ofices of « Uuiwphone cowmpany. Subjects were 82 female service
g reprasentatives woruing av vhoss offices who had been on the Job for more

4 _; than thres montis., Vau we.wwdswrns Were designed to determine employees '

?. %’ poerception ol the consuiuwicwi 0O "working hard”" on the job. Some of the

o !

f: statenents werw:

_g s L2 & pesion wious vess on the Job, she is more likely to feel
g ‘-g o B8NS Of COWPIULLUA <G .CuwOipaivnment at the end of the day.
éf ; . 1 a person wosrks i on the job, sha is likely to receive more
g é compliments and prais. “eom her suporvisor,
kY
g‘ _g ] . If a persor wor.a nard on the job, she iu likely to receive &
f‘ 4 promotion mors quicxly.
b o

in thir scudy, work eifwclivenuss was meant 1o Le work guantity,
hence work guality was woniuorea only Irom the aspect of error rate, The
atudy resulved in tie wiwuioyeus' expectancy correlaiing positively
(r = 040, p< (0L} witi & ceopooibe criterion of work offectivenses and
negatively with ewployac error rave, in support of the expectancy-valence

theory,
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A second variation of the Vroom basic expectancy model was
propossd by Campbell. iwnnstte, Lawler and Weick (1970). In this "hybria
expectancy &odel' tney sddress Lne need for more explicitly defined
POrformRnce gosuis, .ot GLacugs Le8k goals &s to being established either
externilly Ly the gerson's work group or intermally by ths individual
himself. Same examplc: ©f thess task geals are production quotas, quality
standards, and project times limits,

Campbell et al. wiso distinguish what thef'ﬁerm first-level and
second~level outlcomes. rirsu-ievel outcomwes are directly contingent on
affective performancu rauuiiing in accomplishment of task go:i%. These
first-~level outcomos car be civhor internal, e,gz. the intrinsic rewards
of growth and feeiings ol cohieveasnt, or external, such as the axtrinsic
rowards of Job securiiy .y v prorsiion.  Second-level ocutcomes, such
&8 houuling, 1ood, Sl v, «hovae sha freedom from anaiety are attained
as & rosult ©J Cukaavii. FUrCL-level oubc wes,

1t 16 obvivwn el tnis gowne that Vreoow's original wodel has
receiven LONBIUL.Savay Wil g oids pOme Loairication. However, tnesc
modirications wave oo . LGk vae basic reiationships he proposed: That
the product o) vaicare i wopeclunoy 1y directly and causally related
to level oi puriv.acaa,

Carpying or - = e

.
-~

g oY expectancy-valence, Guargopoulan,
Muhoney ana Junes .5/ t.iuul st thoy Lerses "lastrubentality Thecry"
in an indusirial swviiing, They cbtainea measures of the perceived
instrumentality of high and low-neod groups based on their ranking of

three of theso goala:. 'Making woney in the long run'"; "gettirg along well




wilh taw work gvup', wael Tpeomotion Lo s higher base rate". The msasu.s
Of praduativicy wan Gawua o gueject reportu of the percentage above or
Dadow Lo company- el ol acaand Vaey had reached., Finally, the workers

wore davided avu gl cow JSrsedom groupd on the basis of their freedom
Lo Aot SVhaelr oawin vocs e Taay Townad thatt  First, high productivity

WS and0alaldd Wikl Lou paecoption that high productivity leads teo each of
Lha Lheew gouls Ln quusviaws, swecond, for Lhose workers who ranked the goals
W 2IPLIRANIL Lo Lhet, Lo e aeGaanil votwosn perceived instrumentality
and productivity wae signricantiy nigner for those classified as free;

and {inally, Lthose worgers wile were both fres and had a high need on an
item snowed & stron,ue <olublonship botween perceived instrumentality and
producitavivy Lhan oid workere with any other combination of these two
factors,  Thoe (worgee nisn oo wl. study supports the hypothesis that

produc avivy o o Sudav . e fuiewdved instrumentality toward the
WLALAnant 00 Lolde, wiu Lnae awacos of ablraction e tha goals and fresdomw

ol astlon mediate Lhis swaabionshil@,

N . . ot

sabdafoetlon = By i

Nk
e Wene 2R e e

After having reviswsd the major theories and ressarch in
mot ivation, we now wave 4 posspsciive as to state-of-the-art in influencing
motivation and vLhe vecew. wry . Lasaluey Tor approaching the erucial guestion
of': Whal 1s Ghe actr.l ool ooasaly Crtwess job sthitude and job behavior?
Managers and uvrgeilvetsonsl sosoaschiors have teen intereated in
this relstionship since ot 1sast the human relations movement of the 1930s,

However, in thoss days the relationship was not a guestion, because it was
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generally assuned ihat job satislsction "caused" improved job performarci.
The menagsrial merching order ssemed simple: Xeep your employees sabis: ' ioed!
This rather complaisaent spproach was interrupted primarily by two worksy
Brayfield and Crockewi® {1955, p. 396) concluded that ", . ., little evidence
existed of any simplo or even appreciable relation betwesn job satisfaction
and resulting perfosaase'; and Vroom (1964) analyszed twenty studies that
maasured satisfaction and performance and found that the two variables had
a median correlation oy only .14, These works actually sparked the
satisfaction-performancs cunbroversy which eventually led to the three
competing hypothooes: {u) savisiaction leads to performance; (2) satisfaction
and performancs e (luwavialiy umreisted and are each caused by a third

(or more)} set wf ircip.ctuat vesiadies; ané {3) performance leads to

satisfuction,
Filese, oo Wanieds el savisleaciion leads to performance.
Thiz hypotawnses Lia oF Culreys foccived ivg orimary support from the human

relations schocdl O L2, st e sl aotivetion,

GetEbad L RGLAVELLGT Ly ghens Lheory Ls probably the best example
of & curres Yorawlaviv: ol Li. sateolactlior-leads-to-performance idea,
Az msationed eariic.:, inlc hat vusa vaw o the wosy ruplicated Wheories
BB, GOWGVEL, Wl cCaa, L windle deea 04 L Peplleations analyzed jod
3abiefaction @ad i awaalut.h s LAS iR themselves, and/or their
relationship Lo sach wiuws, tuw ngs bBow eitnsir celates Lo perrormaance,
Therefors, as viewsd oy wwet rescarchers, the empirical validity of the
satisfaction-performance relationanip specifiad in Hersberg's theory rests

antirely on the originsl study of 203 accountants and engineers,
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Expectancy/valence theories such as Vroom's should also be prime
candidates for getting at the satisfastion-performance question, since it
should follow from his theory that the force exerted on an employee to
remain on the job is an increasing function of the valence of the job.
However Vroom:s review of twenty-three field studies investigating the
relationship bstween savisfaction and performance revealed a median
correlation of .li4. This means that satisfaction explained less than
2 percent of the variarnce in performance,

Some of the reasons for the widespread acceptance of the satisfaction-
cauges-performancs proposition are imtuitively obvious. Acceptance of the
idea is the path of luast resistunce for the manager, for it is far more
pleasant te incresse an employss’s happiness than to deal directly with
his performance whan a perforencé problem exists, High job satisfaction
and high performance are boih good., Therefore, it is assumed that they
are reluted since "all good thingsz go together'.

As doubt began to appear about the widely accepted interpretation,
William G, Scott (1962, p. Y3) stated the problem as such: ", ., . high
morale is no longsr considored as a prerequisite of high productivity.

But more than this, the nature o the relationship between morale and
productivity is open to serious questioning. Is it direct? Is it inverse?
Is it circular? Or is therv any relacionship at all betwsen the two; are
they independent variablus?"

The crowning blow to ¢he universal acssptance of this proposition
seems to have bean provided by the previously mentioned analysis of
Byrayfield and Crockett (1955). Their fifty-study review left little

doubt as to the uncertainty of the satisfaction-performance connection.
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Next, we have the proposition that performance and satisfaction
are caused by other variavics, This is not truly a separate category in
that the primary mocel by sarch and Simon actually hypothesired that:
(Steers and Porter, 17y, p. 229) "Motivation to produce stems from a
present or anticipated state of discontent and a psrception of a direct
connection between inuividuali production and a new state of satisfaction.
This hypothesis is th«t performance is a function of two variables:

(1) degree of satisfaction experienced, and (2) perceived instrumentality

of performance for tihws atieinment of valued rewards., While this model
indicates that buih wissutisfaction and instrumentality may affect amplitude
and direction of performancs, it provides the possibility that a dissatisfiod
amployee may not ses perforasnce &8 leading to satisfaction, or he/she

may oven see nonperivrmancs as isading to greater satiafaction,

March and Simon do not asscount all connection betwsen satisfaction
and perforibancs. However, he/ Piopose thal vhe linkags will be weakar
than with the other tws prososicions {satisfaction» performence, or
perforuance > satisfai’Lios, duu Lo one or a combination of the following:
(1) Jjob satisfaction may resuilt yrom rewards not based on performance;

(2) even if the sumployee cuuosss the desired performance, the resulting
reward will not rnecsssarily daven Ths anticipated reward; and (3) during
the delay from benavior wo sewesd, Lhe worker's level of aspiration may
be raised enough Lo woit Lias COApIN84LE Jor Lhe reward value, leaving the
worker at least as dissatisfloc sg befors the performance, With March and
Simon, the queation of if and how the subject will perform is primarily

a matter of interaction betweun the levels of expected value of rewards

and aspiratioa levels
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Finally, we have the proposition that performance causes satisfactic.a.
The most prominent modsl here is provided by Porter and Lawler (19¢68).
They provide a model that posits cireularity between performance and
satisfaction; however, the most direct linkage gives performance as the causal
variable and satisfaction as the dependent variable, The model is structured

as follows:

|
|
¥ |
Perceived |
Value of Abilities Equitable |
Reward & Traits Rewards
I , n |
l 1 ‘ I
¥ ¢ |Porformance Rewards v
- Effort |y { (Accomplishiy  -¥(Fulfill- 13 tisfaction
A 4 [aent) | | ment)
l ! l
| ! l
| ' . |
Perceived Rolse !
Effort- Parception ‘
Reward Prob J i
f

Figure 1. Performance - Sacisfaction, (Steers and Porter, E%MM
and Work Behavior, New York: McGraw-Hill, Inc., 1975, p. 232
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Note that for satislactiocan to influence performance, it must affect the
valus of the rewrasds coceivoed, which in turnm interacts with the perceivuy
effort-reward linkage to woterains level of work effort. Therafore, effort
moderated by role parceptions, abilities and traits determine poerformance.
Porter and lawler conciude that due to the number of intervening variables,
it seams unlikely that satisfaction (or dissatisfaction) has as much

impact on performarice as performance has on satlafaction,

In conclusion, regardiess of personal preference as Lo motivation
theories and ideas, on¢ poinl ssems clear: Satisfaction and performance
studied alone or COIEGHET, HI'E assoclated with many covariates. This
indicates that revsarcih hue nov accounted for a sufficient number of the
variablug that may affect vhe surength and direction of motvivation, er
that they have nol becn wdscualely assoclated with performance, In
conaidebing the impact of viv foregoing on the manager-employee relationship,
1 agras with Charies ¥, Gresn (10 Steers and Porter, 1575, p. 253):; "It is
apparent that the waniyesr whoss objective is to significantly improve his
subordainates’ poriormanca, aas 4 difficult bul by so means impossible task,
The pathi of least resisiwace-that is, increasing subordinatas' satisfactione-
simply will not work", dwwever, this dves not mean that rewards are not
& necessary factor in woiwvellon. rppropriate performance-reward contingencies
will result in dwproved purloruance, 17 such improvemsnt is not restricted
by ability, direction problems, or by performance obstacles, Use of
differenuial rewards way reguirs courage by the manager, but failure to use

these rewards will have far more negative consequences.
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Motivation fa dafined as that whioh anergiees, directa, and
sustains Lshavior, Thosw variables can be found at three levels in the
organigational swtuing. riral, some are unique to the individual (attitudes,
interests, spscific noous, ate,)., Second, other variables stem from the
nature of the job (degree of control over the job, level of responaibility,
etc.). Third, atill othar variables such aa peer group relations,
supervisory practices, syastemwide rowsrds and organizational climate
were found in the larger work situation or organisational environment,
Further, it was omphusized that instead of viewing theae variables
a8 thres static lists of ltums, considerations must be given to how thay
affect one another und chanyse over time in response to oircumstances.

In other words, a systams approach is neceszary to fully understand the
dynamicy of the motivatiocnel sivuation, The individual was seem as being
ip a constant atate of Jlux in rslation to metivational diroction and
lavel, based on the nsturs, strungth and interactive effects of these
three giroups of variables,

An analysis of qnve praganted reveals that several INDIVIDUAL
characteoristics cun repreoiae o significant influence on employse performance.
For example, there {s yocu ovidenca that individuals who have a high nead
for achisvement genexrnlly serform better than those with a low need {(Cummin,
1967). (iher evidence (Sveers & Porter, 1975) indicatas that persons who
have strong negative attitudes toward an organisation are less likely to
get involved in organizational activities., Locke and his associates
(Locke, Cartledge and Knerr, 1970) provide laboratg;y evidance that personal
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asplivmtion level un 4 task oan ba an acovrate indicator of actual
perfornance, Fiaally, Adams (1%05) and others found that pepceived
inequity in a Job situation was clearly assoviated with changes (up or '
"
down) in performance luvalu, While the list of examples could go on, !
theas are pepresantative of the findings that generally support the
ghargas that papraonal charaut.ristics unigque to an individual can have a
algnificant impact on hia/hes work behavior,

A almilar pattern vmerpas when considering JOB-RELATED
characterdstics, lawluse (1909), hulen {1971), Steers and Porter (1974),
and othurs have presoented avidepce showing that variationes in the nature
of the Sask itassll can inrluence performance and satisfaction. However,
these considaerations must e tempaered with considerationsa of individual
charactaristics., Yor uwxaaple, soveral studies found that "enriching"
amployusa ' JoDs v yaiVvial, wive WOCe Varioty, autonomy and responsibility
tended wo result in ..proved performance, Howaver, much stronger ewidencs
amersed when iadiviauol clacacoaristics wers considered. It appears that
0L BVATYLNG wallis, uotaaol VO Law Salw degree, an "enriched" job, nor
does evaryong poriom. retlars whon assigned to one, Consideration amst be.
given vo tho characuerisieits o1 thw individual such as whether, and to what
dagrea, the worker huo now, e aqchisvement, power, and so forth, when
:onsidering the jov alinctura,

Finally, one il «omsilos cvhe effect »f WORK ENVIRONMENT on
motivation and perforasnce. Campoeil ot al. (1970) studied the available
research as to ths envivonmental impact and discussed the importance of

such variables as group influence, leadership styles, and systemwide reward
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structure as they relate to amployee performance. but again we get
back to ths integrative navure or the problem, For example, it is possidle
that high group cohesion (s work environment characteristic) may be a more:
potent Influwice vs benavior for a person with a high need for affiliation
(an individual chesscceriscic) tihan for a person with a low need for
affiliazion. Algso, porvuas wivh a high need for achievement may care
less about group c¢ohusivn vaan avoul economic rewards. In any case, for
the work environment, as wall as Jor Vhe other two categories of variables,
the mosy important pouny o thau we study relationships among variables.
rather than focus on one vype of varisble,

Of course, the uselulaess of a theory or model is determined by
the degres to which it can account for a wide diversity of variables, while
at the sams time antegracin, tosm wnvto a cohesive, unifying framework., Such

a theory should account Jor variavies from the above areas of individual,

Job and work savircrsiuie. At this point, without attempting to jJudge the
five major theories &g to thnoir coverage of all lmportant variatles, I
will briefly review sac¢i o iignt of the three catsegories of variables,
The theorivs of Maniuw {(Necd Hierarchy) and of McClelland and
Atkinson (Achisvemont-dotiv.iion) see primarily individual theories of
motivation., Whiie thouy ow oo sntiraly ignors Lhe job anvironment, the
primary cmphasis ix on .wadaeis a. charcatbterisvics, It is easy to ses how
Job factors could play « f.juc roie in Loth models, For exampls, for
employees with a strong need for Maslow's self-actualization, a work
environment that mewts this need could go far in increasing the employee's

propensity to stay and participate., A aimilar proposal could be for
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creating an achievement-orisnted work environment for employees high on
the McClelland-Atkinson neea for achlevement.

In contrast to the two major "nesd" theories which focused
primarily on personal issuea, Heraberg concentrated on the nature of
tasks which the inaividusl wmst perform., Herzberg considered that,
although work environiseni is ~elavant, a much more important consideration
is whether the employes porcwives tne job as providing recognition,
advancement and achisvement. Trnerefores Herzberg's smphasis was on job
enrichment as the bast way Lo increass satisfaction, Ancther aspect
of Hergberg's contribuvion becomss clear in historical perspective,
Before nis initial oifosis wu Che late 1950s, most managers and reasarchers
were considering onli 9wo categories of variavles as potential sources
of motivation and suiuolectinr  LWOIVIOUAL variables by such theorists
as Maslow and Helluliasa o Av.lasony or tne WORK NVIRONMENT variables of
supervisory relations, pay oysiaas, ete, Herzberg, in effect, plugged in
that vary essenbial cate.n. - e wabrinsic aspects of the JOB itself,

Adam's tawory o0 wieguavy Keys on the relationship between
individual charecteriulios (at.itude toward inputs and outputs, tolsrance
for feesings of ineguity weic.) end vhe work environment, psrticularly
aystemiido PeOward Dihactlows. o uvor, adams dees not desl with any
cabegory exelugivel s o0 o0 Leo Lo e esgdasizes vhe interactive
effacts among all ralavasel veriolies,

Finally, the wixpeciuncy-valierce vheory mukea an attempt at

coverirg all thres categciies of valiables (individual, work environment
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and the job) by dealing with the concept of parceived equitable reward
and the necessity of recognizing variations in individual need strengths.
It also acknowledges thav pwople have different beliefs and expectations.
Expectancy~valencs (neory sovery Job-related variables by pointing out,
for exauple, that jou atuirivuies may at times serve as sources of
intrinsically valued ruwarmis. Tnis theory also focuses very explicitly
on several work envircnuweni infiuvences on performance, particularly those
influencas relating Lo rewars Jurusturss. But again, this theory, as do

most others, smphasizes the nevd for analyzing relationships among

variables:for a full unaesstanding of their impact on motivation and

S

performince,

In sumary, sash of tas theoriss nus made its own significant
contribution to the siuvay of work motivation. It is apparent how much
progress has been wade since tine time of Fredrick Taylor and scientific
BAIAESEANV. Managels uv llingul »66 money as Lhe only motivator. Hotivelion
study has also progressed sincs (he human relations movement in that we
no longer consider a satisfied worker a productive worker. In short, we
live today in a couplox wocisty viuro caployess have Cow. %0 expect more
from th&ir Jobs {n thy way or boln intrinsic and extrinsic rewards. Further
PeSLArcl is needed to Geve.cp aow uireciions for sstisfying bovh managerial
demands for greatar peocie: wivy wnd employes nesde for increasingly

meaningful work
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A BSENTEE ISM

While the thrust of this study is examining the satisfaction-
performance question, I aw also looking at avsenteelsm as it relates to
satisfaction, As explainod in Cnapters I & II, each subject's supervisor
indicatas the numbsrref half-days AWOL during the previous month, I will
uss this figure to determine correlations between AWOL, satisfaction and
performance,

Most research in this area has grouped absenteeism with turnover,
Since 1950 there have been four major reviews of the literature dealing
with turnover and abssntseism: bHrayfield & Crockett, 1955; Herzberg,
Mausner, Peterson & Capwoil, 1957; Vroom, 1984; and Schuh, 1967. These
etudies showdd a consiucléne asgalive relationship between job satisfaction
and the propensity Lo icuvé (wanover). However they found a sligntly
lega comsistant nepative ro).cionship between job satisfaction and
absenteclianm,

An exampic o1 Lihe s evudy reviewea is given by Hulin (1966),
Two related studies inreuilwtuing the lmpact of job satisfaction on
turnover among fonda. thes. wl worhers, begsen by using the Job Descriptive
Index a3 & measare ¢ ;00 oiitedes.  The svadies matched each subject
who subssquontliy lelt wiw con oy Garing the following year with two
amployeas who stayed oo i oo Signillicant differences were found
betwoean the "stayer'" and ths “laaver" groups as to mean satisfaction
scores, Further, leavers coulc usually be predicted, based on their score

on the attitude scale, aa much an ona year in advance.
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The fact that most studies have grouped turnover and absenteeis:,
and that these variablas have been negatively correlated with satisfaction
on the job, led to my hypothesis concerning the relationship betwsen job
satisfaction and AWOL among U.S. Army soldiers. A~ stated in C;;pter I,

I did not approach the relationship between job satisfaction and turnover,




CHAPTER III
RESEARCH METHOD

As indicated in Chapters I and II above, theorists have approached
motivation from almost every conceivable angle. I reviewed this work with
the question: What variables are associated with behavior on the job--
performance? The Need Hierarchy, Achievement Motivation and Equity Theories
were helpful in gaining a perspsctive on the full range of human behavior,
and beshavior in the work place. However, these theories do not lend
themselves to the narrow focus of this study. Therefore, as to what I
consider to be & logical extension of past work, I chose the Expectancy-
Valence and Motivation-Hygiene Theories for several reasons: First, the
Expectancy-Valence Theory is a very direct approach to behavior, using the
three variable: E - P, P -~ 0 and Valence as defined in Chapter 1I; and
second, I believe that Herszberg's list of human/job factors are very good
discriminators of job satisfaction and diecsatisfaction, However, replicationsa
of Hergberg's theory rocused on satisfaction rather than on performance as
the ultimate goal.

Therefors, 1 haQe extracted the primary variabies from both of
these theories to construct a questionnaire as a research/survey device,
The statements/questions, to be rated on a scale of 1 through 9 as to the
subject's extent of agresment with each, are as follows:

1. My Job performance gives ms a sense of achievement.

«2. This job allows mes to gain tho recugnition 1 deserve for

superior performance,

IETRORRN ey Mt
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30 L oanjoy dodng @y Job, é

4o Ry Job adlows me to assume as much responsibility &s I want.

o5, 1 feal that this Job helps my advancement opportunities.

b, 1 feel that this job provides me an opportunity to develop 3
wy capatilities, \

1. 1 feal that compuny policy and administration it¢ fair.

8. 1 feal that coapany supervision is proficient and fair.

.9, I enjoy a good relationship with my supervisors, i

10, 1 conaider my sualary to be fair and adeguate,

L1, I consider ny working conditions to be adequate.

12, 1 enjoy 8 good relationship with my fellow workers.

.13, 1 feel that my personal life (home, family, etc.) help ne
do a good Job,

L4, 1 am setisfied with the status my job provides me.

1%, My Job provides a feeling of security. %

LL6, 1 feol that 1 am capable of duing my job well,

17, If ¥ do & good job 1 will be appropriately rewarded.

L1318, 1 {9l that tho Amy's present policy of rewarding good
performance is falr sn. adoguuste,
Note: The above quesiions are sub-scaled as follows: Motivators (1 -~ 6),
Hygienes (7, 8, 10, 1L, 14 & 15), Relations {9, 12 & 13), and Expectancy-

Valence (16, 17 & 18).

Accompanying the above questionnaire for sach subject is a form to
bs completed by the subject's immedlate supsrvisor. This form has the

supervisor's rating of the subject's past performance on a scale of 1 through
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9, and indicates the number of half-days during the past month in which

the subject has been absent from his/her job without a legitimate excuse

{AwOL).

I am limiting the structure of the surveyed population to U.S.

i Arny soldiers (male and femszle) in the grades E-1 through E- because I

{ an focusing on workers rather than on managers. As to job category, there
is an approximate balance among the three U,S, Army disciplines: Combat
Armas = 49, Combat Support = 51, and Combat Service Support = 56.
Composition ranges from artillery and engineer soldiers in combat arms,
to signal and military police soldiers in combat support, to medical,
administrative and supply soldiers in combat service support. As to specific
subject salection, sudjects were randomly selected from within units
stationed at Ft, Hood, Texas, Fi, Carson, Colorado, and Ft., Leavenworth,
Kansas,

Data from this survey is analyzed in Chapters IV and V to address

' the problem and ten sub-problems (Chapter I1).




CHAPTER IV
DATA ANALYSIS
GENERAL

Chapter I describes the problem, with ten sub-proolems, and ten
corresponding hypotheses. To provide continuity from each sub-problem,
thru each hypothesis, to anslysis of data related to each question, this
chapter is grouped into five categories of analysis which include the

ten questions in sub-problem/hypothesis order,
RELATIONSHIP OF RESPONSE LEVEL T0 PERFORMANCE

Question 1l: How do subject's overall level of response correlate with
their rated level of performance? This problem was addressed by entering
each subject's composite respunse score (total of all 18 responses) and
nts the commntation of tha Psarson correlation
(r) formla (two variables per subject). As predicted in Hypothesis 1,

the resulting correlation was: r = ,35, p< .00,

Question 2: How do subject's level of response, on each question, correlate
with their rated level of psrformance? This was also addressed using the
Pearson r whereby each subject's response on each question was entered

with his/her performance rating. Again, as predicted in Hypothesis 2,

there was a positive correlation between level of response and performance

on all questions except question 12. Results are as shown in Table 1 below.




Correlation detween Response Level on Each

TABLE 1

Questicn and Performance
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Question Correlation With Performarice
1 o 220K
2  26%H
3 LG
4 » 263
5 218
6 . 16%
7 T o 220K
8 o1
9 VAR
19 T A
1 L26%%
12 .03
13 T AT
AVA o 269
15 o 29%F
16 T o o 26W3
17 J213
18 G
*p< 05
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est ¢ How do subjects' level of response on each question, by
discipline, correlate with their rated level of performance? This is a
more detailed look at how each diseipline's level of response are
correlated (Pearson r) with their performance rating. As shown in Tgblo 2
[ below, these results are more mixed than were the composite compariscas
in Table 1. The most¢ consistent support of Hypothesis 3 is in the
discipline Combat Arms.

TABLE 2

Correlation Bstween Response Level on Each
Question and Performance--By Discipline

Question Correlation With Performance
CA cs CSs
1 L3883 .02 .16
2 o373 W 23% .08
, 3 Jeus -.04 M
'| 4 NG 22 .09
5 JJ5WH -.03 .18
6 Joun -.16 17
7 J2TH -.0h 30%
8 J39* -.07 022
9 o3 3% -.06 19
10 J30% J26% .2
*p < .05
*p £ 01

CA = Combat Arms
CS = Combat Support
CSS = Combat Service Support
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TABLE 2 (Continued)

Correlation Between Response Level on Each
Question and Performance--By Discipline

Question Correlation With Performance
CA cs oY
11 o2T% 07 oL 0N
12 ~.06 -.08 . 30%
13 17 .05 17
4, ok 3300 .03 17
15 L 01 o A%
16 1 | .03 T
17 . 263 .07 < 29%
18 15 .09 X L
#p < ,05
*Hp < L0

CA = Combat Arms
C8 = Combat Support
CSS = Combat Service Support
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egtion 4: How do disciplines' level of response within each sub-scale
correlate with performance? This is a further breskdown of results by
comparing disciplines as to how response levels within each aub-scale
correlate with their rated performance. This computation uses, for each
' subject, the sum of responses within each sub-scals, as compared with
{ performance lavel. The consistency of support for Hypothesis 4 by Combat
Arms is not shared by the other disciplines. Results are as shown in
Table 3 below,

TABLE 3

Correlation Between Response lLevel and Performance

By Sub-Scale
Performance By Correlation With Response In
M H R E
’1 CA . LB** . l‘7“ . Zh* . 33**
Cs 034 . 07 - 003 . 08
CSs .16 80 ¥ Add . 28% N

*p L .05

#Hp L L,01

M = Motivator Items

H = Hygiene Itema

R = Relation Items

E = Expectancy/Valence Itoms
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COMPARISON OF DISCIPLINES AS TO RESPONSE LEVEL

Questicn 5: How do disciplines compare as to overall level of response

on all questions? This computation is via Chi-Square as follows: First,
the grand median was determined for response level by all subjects on all
questions; next, the subjects were divided within disciplines as to number
above and below the grand median; and finally, a 2(high vs, low response
level) x 3(disciplines) Chi-Square table was computed as shown in Table 4

Below. This analysis supported Hypothesis 5.

TABLE 4

Observed and Bxpected Frequencies of Response
by Level of Response and Discipline

Response Level Discipline
CA [+ gas
High Observed 25 25 30
Expected 2 25 27
Low Observed 23 25 2
Expected U 25 27
Total L8 50 54

x2 = .75, df = 2, Not Significant
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stion §: How do disciplines compare as to level of responss within sach
sub-scale? This Chi~Squares computation is a further comparison to d.termine
if response within sub-scale is significantly different from the overall
response as shown in Table 4. Hypothesis 6 was supported in all sub~scales

except hygienes. Results are as shown in Tables 5a through 5d below,

TABLE 5a

Observed and Expected Frequenctes of Response by Level of Rasponse and
Discipline~-Within Sub-Scale Motivators

Response Level Discipline
CA cs Css
High Observed 22 23 35
Expected 23 25 28
Low Observed A 27 21
Expected 23 25 28
Total L6 50 56

x? = 3,91, df =2, Not Significant
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TABLE 5b

Observed and Expacted Fregquencies of Repponse by Level of Response and
Discipline—-Within Sub-Scale Hygienes

Response Level Discipline
CA CS €SS
High Observed 20 25 35
Expected 2 2, 27
Low Observed 28 23 19
Expected 24 2 27
Total L8 48 54

x° = 6,16, df = 2, p< .05

TABLE 5¢

Observed and Expected [requencies of Response by Level of Response and
Discipline-~Within Sub-Scale Relations

Response Level Discipline
CA cs Css
High Observed 18 22 29
Expected 22 A 23
Low Observed 26 26 17
Expect.ed 22 24 g
Total Ly 48 46

x2 = ;,.92, df = 2, Not Significant




70

TABLE 5d

Observad and Expected Frequenciaes of Response by Level of Responss and
Discipline--Within Sub-Scale ectancy/Valence

Response Level Discipline
CA cS Css
High Observad 24 21 29
Expected 23 22 25
Low Observed 22 23 21
Expected 23 22 25
Total L6 4l 50

x% = 1.46, df = 2, Not Significant
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RELATIONSHIF BETWEEN AWOL LEVEL AND RESPONSE LEVEL

Question 7: How does AWOL level relate to overall level of response

(all subjects)? This Chi-Square analysis wac computed as follows: First,
using the previously computed grand median based on overall response
level, subjects were divided as to high (above the median) and low (below
the median) response laevel; next, subjects were divided as to high (at
least one instance of % day AWOL) and low (no unauthorized absences)

AWOL rate; finally a 2 x 2 Chi-Square (Table 6) was computed, The support
here for Hypothesis 7 was not statistically significant. It is to be
new 3 at subject.totals in this and other x2 tables vary from the grand
total of 155 subjects because those subjects with a response level equal

to the grand median were not considered in x< computations.

TABLE 6

Observed and Expected Frequencies of AWOL by Response Level

Response Level AWOL
High Low
High Observed 8 n
Expected 10 66
Low Observed 12 61
Expected 10 66
Total 20 132

x< = 1,56, df = 2, Not Significant
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Question 8: How doas AWOL level relate to level of response by sub-scale?
As was cdone in the above categoriess, this question is an expansion of
AWOL level--response level comparison started in question 7, Of the

four x< tables 7a through 7d, all but the Expectancy/Valence computation
are statistically significant, Therefore Hypothesic 8 is rather strongly

supported by the x< computation in Tables 7a through 7d bslow,

TABLE 7a
CObserved and Expscted Frequencies of AWOL by Responss Level

Sub-Scale Motivat

Reaponse level AWOL
High Low

High Obgerved 3 75

~3
o
-2

Txpucied

Low Observed 15 59

Expected 9 67

Total 18 134

x2 = 9,41, df = 1, p« .0l
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. TABIE 7b

' % Observed and Expscted Frequencies of AWOL by Response Leval
i Sub~Scale Hygiepes

'.-t Response Level AWOL

b b High Low
.

. High Observed 5 76
.

A Expected 110 67
e ' ' Low Observed i5 58
.; | :j;?" Expected 10 67
- I Total 20 134
. x = 7.2, df = 1, p<.Ol

u

(- 4 TKBLE 7c

Observed and Expected Frequencies of AWOL by Reaponse Level
Sub=Scale aeiationg

Response Lavel AWOL
High Low

High Observed 3 67
Expected 9 39

Low Observed 15 il
Expected 9 39

Total 1s 78

x2 = 48,21, df = 1, p«,01
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TABLE ‘7d
Jbaerved and Expeoted Frequenciea of AWOL by Reaponse Level

Sub-Scale Expectancy/Valence

-

+ w— vy

Rasponas Level _ AWOL
High Low
High Vbserved 7 67
Expacted 9 62
Low Observed 11 57
Expectod 9 62
Total 18 124

xd = 1,70, df = 1, Not Significant

RELATIONSHIP QF PRKFORMANCE LEVEL TO AWOL RATE

Ynasyvion ¥t How doea level of performance relate to level of AWOL?

This analyais uaes each subject's composite response acore (all 18 questions)
a8 corpared with high-low AWUL lavel. The dateramination of high-low

AWOL and parformance has been sxplained in previous questiona, Hypothesis

9 was atrongly suppoited--as indicated in Table 8 below,

s W
RS ¢
bt o3 i v N
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TABLE 8

Observed and Lixpected Froquencies of AWOL by Performance Level

Performance lLevel AWOL
High Low
High Observed 5 64
Expected 6 L8
Low Observed 7 32
Expected [ 48
Total 12 96

x? = 11,0, df =1, p < .01

RELATIONSHIP AMONG THE 18 QUESTIONS AS TO LEVEL OF RESPONSE

Quastjon 10: What are the correlations among the 18 questions as to level
of response? This analysis was done by computing an 18 x 18 ¢orrelation
matrix uaing the Pearson r, With a few exceptions, the results strongly
supported Hypothesis 10, Results are as shown in Table 9 below,

B e R 8 Bt LUTE RO TRy DA T e

J
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Correlation Among All 18 Questions As To Response Level

TABLE 9

Q1 2 3 &4 5 6 7 8 1031 12 13 1A
2 .60

3 L6041

i .50 .57  Juh

5 47 .51 (60 LS54

6 5L W5h W59 W57 W75

7 .38 .38 .29 .36 .46 .31

8 .33 .22 .24 .31 .35 .38 .65

9 35 .29 .27 .42 .38 .34 .40 .39

10 .15 .30 .23 .21 .27 .18 .30 .15

11 .39 .38 .39 .46 .50 45 W45 LA .31

12 .28 .16 .35 .17 .2 .15 .14 .08 06 .19

13 .34 .26 .4 .20 .24 .16 .31 .14 .32 .29 .19

U .49 .55. AT .45 .57 .52 31 .27 .33 .50 .20 .20

15 .54 .56 &9 .49 .58 .51 .4k .37 A2 k4 .23 33 .66
16 .33 .35 .35 .2, .18 .21 .16 .15 .17 .10 .37 .31 .19
17 .35 .48 .24 .37 .37 .33 .36 .43 27 46 12 UL W47
18 .34 .49 .24 .24 .30 .29 .51 .26 40 .32 .16 .24 LS
Q 1 2 3 & 5 6 7 B 10 1] 12 13 1 15 16 17

r over .J9 =p < .01 r of .13 - .19 = p € .05 r lsss than .13 = Not Significant

-

'y
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CHAPTER V
CONCLUSIONS/APPLICATION/RECOMMENDATION

CONCLUSIONS

Responge level and Performance

As outlined in Chapter I (Situation Leading to the Problem),
the military manager has unduly emphasized soldier satisfaction as the
prime indicator of soldier effectiveness, The apparent assumption that
if a soldier or unit poussesses a high level of satisfaction, a high level
of job performance is assured, has led to considerable effort and expenss
at Job enrichment and job benefits; all this without analysis as to how
these efforts and expenditures relate to performance, As stated in
Chapter I, I do not believe this to be either true or supported by research.
As an overall evaluation of the relationship between response level |
and rated performance, I found a aignificant positive correlation between
these two variables. However a more detailed breakdown by discipline and
sub~scale revealed two of the three disciplines with significant correlations
in sub-scale Hygienes, Relations and Expectancy/Valence, but only one discipline
significant in sub-scale Motivators, This relatively weak finding in
Hergberg's sub-scale Motivators (satisfastion items) reinforces my contention
that the military's satigfaction-performance assumption is not founded
in fact,
Carrying this analysis further, 1 believe the fact that two of the

three disciplines had significant response level-performance correlations

77
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in all sub-scales except Motivators (only CA was significant in Motivators)

support what many leaders have suspected about the U,S. Army--that what
leaders gererally consider job satisfaction/motivation, is actually lack
of dissatisfaction, Accepting the assumption, which I think legitimate,

i that reenlistment rate is related to job satisfaction, the U.S. Army's

{ Sergeants Major Academy at Fort Bliss, Texas has discovered some interesting
findings in its three-year program of seminar discussions bstween Junior
enlisted men/women and Academy students. In a 17 January 1978 lestter to
Major General John W, Seigle, U.S, Army TRADOC, Colonel James E, Crow,
Academy Commandant outlined some of these findings:

They (junior enlisted soldiers) were generally satisfied with
their jobs, but normally were reenlisting for other reasons than job
satiafaction., These reasons included economic advantages of the
service, educational benefits, medical benefits, job security,

special training opportunities, and reassignment to an area of choice,
. « » Among soldiers who did not intend to reenlist, which was the

majority, the most frequently cited reason was lack of job satisfaction.
It is noted that virtually all of the reasons given for reenlisting are

( sub-scale Hygiene items. I think this wideapread percepticn by Junior
enlisted soldiers tsells us aa military leaders that our lack of omphasis
on true "motivators!" is being reflected in soldiers' lack of job satisfaction,
.ence lack of a desire to continue in the job, My reasoning is that the
lower correlation in sub-scale Motivators is due to the situation whare the
subject perceives a void; there is nothing tangible with which performance
can correlate., For example, there may be some sporadic high or medium
performance due to merely "expectations' that the "satisfaction" situation

will improve,
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C op of D e o_Re e _leve

The overall comparison among discipiines as to level of response
was not significant., However comparisons by sub-scale resulted in CS5S
scoring significantly higher than CA and CS in sub-scale Hygienes., Consider
this difference in view of the response level vs, performance category
where CA was the only discipline with & significant corepelation between
responso lavellon Motivator items and performance, The fact that CSS
is far ahead of CA in sub-scale Hygienes (as well as in all others, btut
not significantly so), yet did not. have corresponding response levels in
sub-scale Motivators, supports Hergberg's Motivation Hygiene Theory that
Hyglienss will remove dissatisfaction, but Motivators are required to cause

Satisfaction--hence Performance,

Response lavel and AWOL
Again in this category, I found nothing statistically significant

in the overall comparison, However when I compared these two variables
at sub-scale level, I found a significant inverse relationship betwesn
AWOL and Response level in all sub-scales but Expsctancy/Valence. As to
this result in Expectancy/Valence, I suspect that the more abstract/long
range aspect of these Expectancy/Valence items caused them to be leas
seriously considered by the soldiers. As to the three sub~scales with
significant inverss relationships, these findings support Hypothesis 7
and are what commanders/managers would intuitively expect.
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Performance apd AWOL
I found a significant inverse relationship between AWOL and

Performance. This is a rather straightforward and expacied finding in
i that a soldier is obvicusly not performing while AWOL, and further, the
supervisor of the AWOL soldier probably could not objectively rate the
performance of this soldier when he is at work (after he has once gone

AWOL),

8 Ite t ire Intercorrelations
I found consistently high intercorrelations with this survey

device, 1 suspect that part of this intercorrelation is due to the

"Halo" a#fect and the soldier having only one opportunity to express
his perceptions. A longitudinal study of the type I recommend below
should indicate whether the intercorrelations are in fact authentic.
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APPLICATION

I would not be so vain as to expsct that I could (or would even
ﬁry to) give a commander/manager a magic do and don't list which would
lead to better performance in his/her unit or organization. I further
realize that "objective" reality is a myth; a commander must deal with
"subjective" reality in that there are as many sets of reality as there
are soldiers in the organization, It is the soldier's subjective reality
that I approached with this study.= the soldier's view of his/her job
and how these perceptions are assoclated with performance, Also, I am
not proposing that my 18-item survey device is all-inclusive as to

factors affecting a soldier's performance,

Response level and Performance
As shown in Table 1, there is a high positive correlation between

response lsvel and performance, However a more detailed analysis

(Tables 2 & 3) shows a considerable variation among disciplines, and
within sub~scales, as followa., As to the rosponée—porformance correlation
on each question, the Combat Arms (CA) discipline had significant
correlations on 15 questions, Combat Support (CS) on 2 questions, and
Combat Service Support (CSS) on 7 questions. This strong lead by CA
carried into the response-performance analysis by sub-scale: CA
correlations were significant in a)ll sub-scales; CS in none of the sub-
scales; and CSS in all but sub-acale Motivators., Therefore, considering
the response level versus performance level of soldiers E-1 through E-4 in
goneral, it is important for military commanders/managers to note the
relationship betwsen how soldiers view vital elements of their job and



how they perform, However, based on this research, the Combat Arms
commander can be conslderably more confident of the response-performance
correlation than can his counterparts in the Combat Sepport and Combat
Service Support branches,

Again, I emphasigze to managers that a positive correlation between
a response level and performance, or betweer a response level and AWOL
does not imply a cause-and-effect relationship. It means only that these
two variables follow a similar pattern of fluctuation.

In any case, I feel that the value of this study is that it will
highlight to managers how soldiers' performanca may respond to a change
in the soldiers’ perceptions of these 18 job factors, and the realigation
that the junior enlisted soldier generally perceives ''satisfaction" aspects
of his job as being either disregarded by his aupor&isera or at least given
low priority consideration. I think the potential of this awareness and
value to the manager obvious; assuming that he/she is capable of affecting

soldiers' job perceptions,

Respongs level and AWOL
I found a significant inverse relationahip between Response Level

and AWOL in all sub-scales but Expectancy/Valence. I think it very
important for managers to note the correlation between the soldiers'
(potential AWOLs} view of the "here-and-now" aspects of the job
(Motivators, Relations and Hygienes) versus the relative lack of

concern for expectations of the future (Expectancy/Valence items).



Performance and AWOL
The significant inverse relationship between AWOL and Performance

is an expected finding in that while the soldier is AWCL he/she is cbviously
not performing on the job, However, commanders/mansgers should prevent
operation of the "revorﬁe Halo" effect where ons instance of AWOL marks

a soldier as a low performesr, I submit that it is extremely difficult

for a supervisor to give an unbiased performance rating to a subordinate
who has once been AWOl--regardless of whether the AWOL occured within the

current rating period.

RECOMMENDATION

I recommend a replication of this study in a setting where the
longitudinal aspects of change in soldier's perceptions and performance
can be zssessed in conjunction with attempted manipulation of these
perceptions by their supervisors. For example, I would conduct one
survey per month for one year. This longitudinal data would allow more
extensive analysis such as croas-lag and other that can approach such
questions as: How does a change in soldiers' percsptions affect their
Job performance and vice-versa? How effective are supervisors at affecting

soldiurs! perceptions?
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